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Abstract

TOWARD A MODEL OF STRATEGIC HUMAN CAPITAL MANAGEMENT
USING THE BALANCED SCORECARD:
AN EXPLORATORY CASE STUDY
Jeffrey A. Risinger
Dissertation Chair: Jerry Gilley, Ed.D.
The University of Texas at Tyler
July, 2018
The issue of strategic human capital management has been studied and written
about extensively over the last 20 years. Much of the focus of this work has addressed
the need for internal human resources organizations to transition from transactional,
processing organizations to more strategic partner functions addressing the key business
needs of the organization. The vast majority of the research addressing this transition
has focused on the professional characteristics of senior human resource executives.
Whereas the literature presents anecdotal evidence of progress, there also exists
consensus support for the idea that very little systemic movement has occurred at the
organizational level. The purpose of this study was to take a case study approach to
further the development of strategic human capital management from the perspective of a
strategic model, capable of focusing and moving the entire human resources organization
to the desired state of being a strategic business partner. The path towards this model
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addressed the literature on strategy development, strategy execution and examine a tool
called the balanced scorecard.
Keywords: Strategy development, strategy execution, strategic human capital
management, balanced scorecard, human resources
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Chapter One: Introduction and General Information
Background to the Problem
The human resources (HR) function, although referred to originally as personnel,
has existed for as long as people have been employed by another person or organization
(Cohen, 2015). Formal recognition of the function occurred in the 1800’s (Kaufman,
1999). For many years, the HR function was purely administrative in nature managing
the transactional aspects of hiring, promotion, compensation and employee development
programs. However, as the business environment became more competitive and a larger
share of corporate valuation shifted from tangible to intangible assets, such as people and
information, it became more imperative for the human resources function to take a more
strategic posture within organizations (Kaplan & Norton, 2001).
Throughout this dissertation the terms strategic human resource management and
strategic human capital management are sometimes used interchangeably. The term
“human capital” has taken on different meanings through the years. Smith (1937)
discussed the improvement in human capabilities as being important to national
production. Becker (1964) wrote extensively on human capital at the micro, individual
level. Today, the term human capital appears more in the macro context discussing the
aggregate human capabilities of an organization and how those capabilities are acquired,
developed and managed to deliver organizational value (Wright, Coff, & Moliterno,
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2014). In this study, the terms strategic human capital management and strategic human
resource management are sometimes used interchangeably.
There is evidence in the literature as far back as 1948 of a call for the
development of a strategic approach to HR management practices (Bakke, 1948). Many
of the models and concepts available today regarding organizational strategy, were not
even available when this earliest call for a more strategic HR function began. It would
seem safe to assume that with nearly 70 years to respond to this call, an adequate
response would have occurred. That would be a faulty assumption. In a comprehensive
review, Kaufman (2012) reached a conclusion that the last 30 years of scholarly activity
regarding strategic human resource management deserves a grade between a D and an F.
He reached this conclusion primarily due to discovering a lack of alignment with the
external influences affecting corporate strategy. Kaufman (2012) begins to make the
argument that for HR to be strategic, there should be a relationship between how the HR
function develops its own internal strategy and the overall strategy of the corporation.
Kryscynski and Ulrich (2015) identified the idea of the domain of strategic human capital
as emerging at, “the intersection of strategy and strategic human resource management”
(p. 357) further drawing a connection between specific HR practices and overall
corporate strategy. They go on to describe this work as still being in the development
phase. Ulrich and Dulebohn (2015) contribute to the current assessment of HR’s
strategic posture by stating, “too often, too many in HR seek but never seem to arrive at
their destination” (p.188). Lawler and Boudreau (2009) have highlighted through their
longitudinal research on strategic human capital management, the lack of HR
organizations gaining any traction regarding becoming strategic business partners. They
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reported a significant decline between 2004 and 2007 in a survey of HR executives
reporting a full partnership role in strategic planning processes. Kryscynski and Ulrich
(2015) specifically called for Grounded Theory research towards the phenomenon to
establish a strategy focused HR organization and to address the theory-practice gap.
Much of the existing research regarding the transformation of the HR function to
a more strategic function has revolved around the process of competency development
models for HR executive leaders (Tornow, 1984; Ulrich, 1987; Ulrich, Younger,
Brockbank, & Ulrich, 2012; Cohen, 2015). Whereas this work focusing on competencies
is important to the development of the HR profession, what is still lacking is a
comprehensive model regarding how the function should be designed structurally from
an organizational perspective and then a strategic model for how that structure should
connect to the corporate strategy and carry out the critical functions to manage and
strengthen the human capital of the organization. Cohen (2015) identifies career
development from the early-career stage to the executive level as a very inconsistent
process.
A model of strategic human capital management, would provide a context in
which the various HR competency models can be applied. When taken to its fullest
extent, the methodology of the balanced scorecard concludes with a human capital
readiness assessment. This assessment evaluates the positions that are needed to execute
the defined strategy, the competency make-up of those positions and the number of each
type of position required to implement the strategy. This approach highlights the
importance of the traditional competency models working together alongside a strategic
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model of what the overall HR organization needs to produce in order to be considered a
strategic partner.
Stone and Deadrick (2015) provide several examples of how the HR function, if
not grounded in the broader organization’s strategy can cease to add value beyond the
administrative, transactional service. They highlight what happened in many
organizations as the economy shifted from a manufacturing to a service and knowledge
economy. Many of the HR practices from the time-period when manufacturing
dominated the economy, do not necessarily fit the needs of the knowledge economy. For
example, the HR practices associated with manufacturing placed an emphasis on
narrowing the nature of jobs to ensure efficiency in the completion of manufacturing
tasks, tight supervisory control over production employees and a focus on short-term
performance (Trice & Beyer, 1993). Knowledge organizations, on the other hand tend to
design positions more broadly to encourage innovation, collaboration with colleagues and
input into the decision-making process and many HR organizations continue to use HR
practices that do not reflect the current needs and strategies of the organizations they
support (Stone and Deadrick, 2015).
Wang, Werner, Sun, Gilley, and Gilley (2017) began to focus on this disconnect
by analyzing four decades of literature addressing the definition of human resource
development (HRD) in an effort to present a comprehensive definition. The definitional
research of HRD is relevant to building a model of strategic human capital because much
of what is defined as strategic HR lies in the domain of HRD. Specifically, many
organizations today refer broadly to their strategic human capital work as talent
management. This includes the acquisition of talent into the organization, however it
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focuses much more on how talent is developed to help achieve the organization’s
strategic outcomes. At the conclusion of their research, Wang et.al. developed the
following definition of HRD:
“Human resource development is a mechanism in shaping individual and group
values and beliefs and skilling through learning-related activities to support the
desired performance of the host system” (p.22).
For this study, the critical element of this definition is the link to the desired performance
of the host system. Wang et al. specifically made clear that the primary responsibility of
HRD is for the corresponding host system.
With this insight, it is critical for any model of strategic human capital
management to be placed or nested into the strategic needs of the host system or
organization. As a subset of the overall organizational strategy, a model of strategic
human capital management must be informed by the strategy of the host system. An
organization’s human capital strategy is a tier two strategy, meaning it is not the primary
output of the organization, rather it is designed to further the execution of a tier one
strategy (the overall organizational strategy). This is a challenging concept for many HR
organizations due the fact that the success of the tier two strategy is determined by
outcome measures in the tier one strategy. This concept specifically aligns the definition
that Wang et al. advocated when they discussed host system outcomes. Further,
recognizing that strategic human resource activities are designed to execute specific
actions, it is even more important that a model of strategic human capital management be
directly aligned with the strategy execution, as distinguished from the strategy
development activities of the host system.
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Ulrich and Dulebohn (2015) expand on this importance of being aligned with the
host system by describing the ultimate state of strategic HR management as having a
singular direction which is to add value to the organization. To accomplish this, they
propose an “outside/inside approach where the external environment and stakeholders
influence what HR does inside the organization” (p.183). Ulrich and Dulebohn go
further to present a model of HR transformation that moves in four waves, wave one is
HR administration, wave two is HR practices, wave three is HR strategy, and wave four
is HR and context. The first two waves, administration and HR practices represent the
earlier history of HR and personnel management. Ulrich and Dulebohn believe from
their consulting work that some HR organizations have reached wave three, however
very few have reached wave four, which is what they define as the future strategic value
of HR. Wave three is characterized by an HR organization that is fully integrated into the
strategic planning team including strategy development and strategy implementation.
This represents a dramatic shift from wave one and wave two where HR simply had a
nominal role in implementing aspects of what the strategic planning team developed.
Wave four however, fully engages the HR organization in understanding the external
forces that shape strategy within the organization. This growth is very consistent with
Kaufman’s (2012) assessment that it was this lack of external focus that led him to grade
strategic HR research over the last 30 years so poorly. This fourth wave is defined by the
overall contribution of strategic HR activities to organizational outcomes. What Ulrich,
Dulebohn, and Kaufman all seem to be pointing to is a concept of strategic human capital
management being defined by the level at which HR and HRD professionals engage with
the strategic equation of the organization. Kaufman (2012) addresses this issue from the
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perspective of academic researchers lacking a focus on the external environment when
conducting strategic HR research. Ulrich and Dulebohn (2015) apply the same concept
inside the HR organization and contemplate a true strategic HR function as not fully
realizing its strategic contribution until it is firmly embedded in the strategic activities
that focus on the external competitive environment. For some HR organizations this
means building a strategy that is fully informed by the larger strategy of the organization.
However, Ulrich and Dulebohn advocate HR organizations striving for the fourth wave
where HR is an active participant in the development of the broader organizational
strategy. It is possible that demonstrating an effectively aligned strategic model for
human capital management will create the avenue for HR to have the credibility to be a
part of creating the broader organizational strategy. An effective model for strategic
human capital management will likely be the avenue for broader HR involvement in
organizational strategy and therefore a more credible strategic partner.
Statement of the Problem
Today’s business organizations operate in very competitive strategic
environments and in the age of information, much of the competitive advantage that an
organization can create is developed through intangible assets, primarily, human capital
assets (Kaplan & Norton, 1996). Organizations today need to rely upon the activities of
their human resources function to be completely aligned with the business strategy to
ensure human capital investments are fully leveraged. However, many HR organizations
lack the capability and skill to navigate the strategic landscape and deliver unique value
to their host organizations through effective strategic human capital practices. Much of
the call for a more strategic HR function remains unanswered and aspirational in nature
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(Caldwell, 2010; Cascio, 2005). A primary driver to this missing capability is the lack of
a well-developed model of strategic human capital management at the organizational
level. The expectations placed upon HR organizations are simply not supported by an
effective and consistent model. In the presence of an organizational model for strategic
human capital management however, much of the work regarding individual
competencies would have a context in which to be applied. The primary problem facing
many of today’s HR organizations is the inability to add strategic value at a time when
the host organizations need that strategic contribution more than ever. Competence on
the part of the senior HR executive is not enough to deliver this strategic value.
Competence and talent up and down the HR value chain must be developed within the
context of a strategic model to realize the contribution that organizations need. To
respond to this problem, the development of a strategic model for HR combined with
existing staff competency models has the potential to move the HR profession forward
strategically.
Purpose of the Study
The purpose of this study was to take a case study approach to explore and
present a model of strategic human capital management within an organization. The
organization studied had been developing a model of strategic human capital
management that focused the HR organization on the strategic activities of the broader
organization. This model was developed with a particular focus on aligning all
components of the HR organization in such a way that the HR organization is optimizing
its effort. For example, a model was created at the overall HR level. Each unit had
substantial input into the development of this model. Once the model was created, each
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unit then translated the office-wide strategic objectives into their component parts and
built unit level models to extend and reinforce the broader model. This alignment and
cascading effort produces what Porter (1996) refers to as “third order strategic fit” (p.24).
In this context, third order fit means that the component parts of the HR organization are
structured and aligned in such a manner that the component parts are optimized as a
result of their alignment. HR practices are process practices and not outcome practices,
making it imperative that a model of strategic human capital management be grounded on
the strategy execution versus the strategy development side of business strategy. In other
words, most organizations do not produce human resource outcomes as a final product in
the marketplace. Rather, they develop strategies to gain a competitive advantage in a
chosen market segment and then use strategic HR practices to execute that strategy.
Therefore, any useful model of strategic human capital management must be developed
in a language that aligns with organizational strategy execution activities. The purpose of
this study is to produce a strategic model of human capital management grounded in the
practical business world environment. To achieve this purpose, a single, large
organization that has been working to establish an HR strategy linked to the broader
organization and based upon the methodology of the balanced scorecard (Kaplan &
Norton, 1996) will be studied from a case study perspective.
Theoretical Underpinning
To effectively navigate the theoretical needs of this study, three broad areas were
addressed. First, the various theories regarding strategy development were important to
understand as this defines the host’s systems strategic development process. Further, by
grounding HR practices within the larger organizational strategy development process
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HR had the opportunity to achieve what Ulrich and Dulebohn (2015) defined as wave
three and wave four of HR strategic contribution. On the strategy development side,
theories such as Resource-Based Theory (Porter, 1980), and Knowledge-Based Theory
(Grant, 1996), formed the foundation of theoretical support.

Second, theoretical models

addressing strategy execution or implementation distinct from strategy development are
an important underpinning for this study due to the support nature of the HR function.
The processes associated with effective HR practices will not define strategy however,
organizational strategy cannot be implemented without these HR contributions.
Therefore, the theoretical path for HR is through the execution or implementation
theories. Regarding strategy execution, the primary theoretical foundation will be the
work of Kaplan and Norton (1996) on the balanced scorecard. The balanced scorecard is
the most widely applied theory in strategy implementation and has been extensively
researched over the last 20 years. Finally, the current state of human capital management
will be examined to assess the extent to which HR organizations have succeeded in
becoming a strategic business partner.
Research Questions
As an exploratory case study, this research will analyze a strategic human capital
model that has been designed and implemented in a large healthcare system in the U.S.
This model has been built to align with the balanced scorecard methodology, although
this methodology is not widely accepted in other parts of the organization. The balanced
scorecard is an approach to implementing a strategic model based upon measures in four
perspectives; a customer perspective, a financial perspective, an internal processes
perspective and a talent and technology perspective. The balanced scorecard is often
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enhanced by developing what is referred to as a strategy map. The strategy map is a onepage summary of the strategic model that is being implemented. It answers the question,
what is the strategic outcome of the measures in the balanced scorecard. These strategic
objectives are arranged into a cause and effect measurement structure so that the strategic
model can be tested in periodic reviews. With this model designed, for an HR
organization, the research questions that this case study will address include the
following;
1. What are the potential impacts of the strategic human capital model on the overall
organization?
Interview questions:
A. When you think about the strategic objectives defined in the customer
perspective of the model, what impacts do you believe these objectives
will have on the overall organization?
B. When you think about the strategic objectives defined in the financial
perspective of the model, what impacts do you believe these objectives
will have on the overall organization?
C. What unique contributions do you believe will be achieved through the
invested human capital objective in the financial perspective?
D. When you think about the strategic objectives defined in the internal
processes perspective of the model, what impacts do you believe these
objectives will have on the overall organization?
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2. Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model?
Interview questions
A. When you look at the organizational structure of the HR
organization, what elements do you feel are most closely aligned to
the strategic human capital model?
B. What value do you think will be realized from the HR unit
scorecards that have been presented to you?
C. What impact do you believe the HR strategic model will have
regarding HR’s credibility to add strategic value to the
organization?
3. What improvements can be made to the strategic human capital model in order to
have a greater strategic impact on the organization?
Interview questions
A. What elements of this strategic human capital model will make the
greatest contribution to transitioning HR to a more strategic partner?
B. As you think about the strategic needs of the organization, which of
those needs are not addressed by the strategic human capital model?
C. In your experience, what are the key HR staff capabilities that you
feel need to be enhanced in order to execute this strategic model?
D. If this strategic human capital model is executed will your division or
department perform better as a result? If not, what is missing to
achieve that outcome?
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Overview of the Design of the Study
As an exploratory case study, qualitative data was sought from senior executives,
middle managers and HR staff regarding the effectiveness of the strategic human capital
model that has been designed. Intensive interviewing using a semi-structured interview
process, was conducted with the senior leadership teams of the case organization
designed to gain insight into each of the research questions and to assess the elements of
effective alignment of strategic HR activities with the overall organizational strategy.
Intensive interviewing using a semi-structured interview process, was conducted with a
sample of middle managers of the case organization designed to gain insight into the
research questions and to assess the day-to-day operational effectiveness of the strategic
human capital model. Finally, intensive interviewing using a semi-structured interview
process was conducted with a sample of the professional HR staff of the case
organization to gain insight into the research questions particularly focused on strategy
communication and staff development.

The constant comparative method of data

collection was used with each respective group in an effort to continually refine the data
collection process. Thematic coding was completed after the interview process was
completed with each group of interviews. Following the data collection and coding, a
presentation was made to the senior executive team, the middle manager sample and the
professional HR staff sample in an effort to validate the data gathered.

The content that

emerges was assessed to determine the validity of the current strategic human capital
model as well as how it could be further refined to create a more strategic HR function.
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Significance of this Study
This study makes a significant contribution to the body of knowledge in strategic
human capital management by exploring a model of strategic human capital management
based upon the balanced scorecard. This methodology has been used significantly in
business areas outside of human resources. By evaluating this model from the
perspective of senior executives, middle managers and HR professionals new insights
regarding the effectiveness of a model of strategic human capital management were
gained. Additional significance can be drawn from the perspective that this study seeks
guidance from the current research in a specific structure in order to create an
organizational model of strategic human capital management rather than attempting to
define individual executive and professional characteristics or competencies. That
structure is first informed by the literature regarding strategy development, then moves
toward the literature addressing strategy execution and after addressing the current state
of strategic human capital management, ends by establishing the possibility of future
research to further define a model of strategic human capital management consistent with
the host system’s strategy development and strategy execution approaches. There is a
dual purpose in focusing this study in this manner. First, if Human Resource
organizations are going to become effective strategic partners, there must be a basic
understanding of strategy development and strategy management methodologies. This
will serve the purpose of developing a well-grounded human capital strategy irrespective
of the corporate strategy. The second purpose that structuring the study in this way
served is, that prior to even drafting a strategic human capital plan, human resource
professionals must understand the strategic intelligence of the “host” organization. By
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approaching this study as an exploratory case study, the possibility of beginning to see a
practical model of strategic human capital management aligned with organizational
strategy but focused on strategy implementation began to emerge. This study also began
the search for a model that will enable HR professionals to fill the role of strategic partner
that organizations across the world greatly need. The current state of strategic human
capital management is very mixed. Much of today’s literature presents the current state
of strategic human capital management as an area where progress has been made yet
much remains to be done (Wei, 2010; Kaufman, 2012; Ulrich & Dolebohn, 2015;
Kryscynski & Ulrich, 2015).
Wright et.al. (2014) proposed a simple model or framework to explore human
capital and its value to firms. Their framework begins with antecedents/investments in
human capital, which flow into the organization’s human capital systems, which then
produce consequences or benefits for the firm. It is the second component of this
framework, the human capital systems, that is the ultimate interest of this study. The
likely variables within this component include, variables addressing the operational
excellence of the human resources organization, the quality of the professional
relationships between human resources staff and the executive leadership they support,
the design and integration of critical human capital systems (i.e. selection, performance
management, development, etc.) and overall alignment between human resource practices
and the organizational strategy.
Even though the history of strategic planning traces its roots to centuries ago, and
there have been decades of academic research contributing to our knowledge about this
important process, there is still much to learn regarding how the activities of strategic
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planning affects business performance. Much of what resides in our current body of
knowledge regarding the research around strategic planning will remain core to how this
business function is carried out. However, research going forward will refine the historic
approaches taken to account for the complexities that must be managed in today’s
organizations. As this work moves forward, it is certain to take into account the focus of
this study; the importance of the element of strategic human capital planning to the
overall corporate strategic planning process.
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Chapter Two: Literature Review
Introduction
The purpose of this study was to explore, through a case study approach, a
strategic model for human capital management within an organization. In order to review
the literature for this study, it is important to take a broad view of the strategy literature
and to assess the seminal as well as the current research regarding organizational strategy
development. When researching strategic models for human capital management, it is
important to understand that human capital management is a support function, meaning
the activities of HR professionals should be aligned with the broader strategy of the
organization (Ulrich & Dolebohn, 2015). Ulrich and Dolebohn argue further, that even
though the activities of the HR function are support in nature, senior HR executives
should possess the skills and capabilities to be a part of the strategic planning processes
and not just implementers of other’s strategic plans. This further stresses the importance
of a study of this nature to be grounded in and informed by the strategy development
literature. Once the contribution of strategy development is understood the attention of
this literature review will shift to the current knowledge regarding strategy execution. It
has long been known by business researchers that the vast majority of organizations
effectively develop strategy however, as few as ten percent effectively execute or
implement their well-developed strategies (Kaplan & Norton, 1996). With this in mind,
understanding the current literature regarding strategy execution will make a critical
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contribution and provide context for the current study. This is particularly true when it is
understood that any strategic model for human capital management is by nature a strategy
execution tool. HR strategy does not exist as a stand-alone strategy rather its function is
to assist in the execution of a broader organizational strategy. For this reason, a clear
grounding in the strategy execution literature is important to this study. Following the
discussion on strategy execution, the focus of this review will shift to the current state of
strategic human capital management including a review of current theories. Much of
today’s literature presents the current state of strategic human capital management as an
area where progress has been made yet much remains to be done (Wei, 2010; Kaufman,
2012; Ulrich & Dolebohn, 2015; Kryscynski & Ulrich, 2015). The literature review will
conclude with a discussion on where future research can lead to continue to develop a
consistent approach to strategically managing what many firms refer to as their most
valuable asset, their human capital.
For many years, academic research has called for the development of a strategic
approach to human resource management practices, (Bakke, 1948). From the time this
call was first made, a number of strategic models and concepts have been researched and
written about regarding organizational strategy. However, both research and practice in
this area have been disappointing. In a comprehensive review, Kaufman (2012) reached
a conclusion that the last 30 years of scholarly activity in the area of strategic human
resource management deserves a grade from a D to a F. Kaufman’s conclusion was
primarily based on discovering a lack of alignment with the external influences affecting
corporate strategy. Ulrich and Dolebohn (2015) describe a four waves of HR evolution
that culminates by placing senior HR executives on the strategy development teams that
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address the external influences affecting the firm. Kryscynski and Ulrich (2015) identify
the idea of the domain of strategic human capital as emerging at, “the intersection of
strategy and strategic human resource management” (p. 357). They go on to describe this
work as still being in the development phase. Kryscynski and Ulrich specifically identify
a disconnect between academic research and practice regarding strategic human capital
management and call for Grounded Theory research towards the phenomenon in an effort
to address the theory-practice gap.
For strategic human capital practices to offer value to the organization, there
must be a deep understanding of the strategic needs of the organization so that the
purpose of those practices are clearly aligned with the organization’s strategy. Wang,
Werner, Sun, Gilley, and Gilley (2017) analyzed four decades of literature addressing the
definition of human resource development (HRD) in an effort to present a comprehensive
definition. At the conclusion of their research, Wang et al. developed the following
definition of HRD:
“Human resource development is a mechanism in shaping individual and group
values and beliefs and skilling through learning-related activities to support the
desired performance of the host system.” (p.22)
For the present research, the critical element of this definition is the link to the
desired performance of the host system. Wang et al. specifically made clear that the
primary responsibility of HRD is for the corresponding host system.
With this insight, it is critical for any model of strategic human capital
management to be placed or nested into the strategic needs of the host system or
organization. As a subset of strategy, a model of strategic human capital management
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must be informed by the strategy of the host system. Further, recognizing that strategic
human resource activities are designed to execute specific actions, it is even more
important that a model of strategic human capital management be directly aligned with
the strategy execution activities of the host system.
Methodology
Data and Method
This literature review utilized two database resources to locate literature relevant
to the structure of the review; Google Scholar and the various databases supported by the
University of Texas at Tyler Library (EBSCO, Emerald, Business Source Complete &
SAGE). Following the desired structure of discovery, beginning with a search of the
corporate strategy literature, followed by a strategy execution search, and then a search
focused on strategic human capital management, many empirical articles were
discovered. For example, when searching the term-balanced scorecard as a strategy
execution tool, 85,803 responsive articles were returned. The balanced scorecard, as a
strategy execution methodology, is in its 25th year of existence and therefore has attracted
a significant amount of research attention. To narrow the number of articles, I tried to
focus on work completed in the last five years with the exception of the seminal work of
Kaplan & Norton (1992, 1996). I also screened these articles for their level of focus.
Much of the research in this area will focus on a very narrow issue rather than the
effectiveness of the tool as an overall strategy management methodology. It is this
broader use as an overall methodology that is the most relevant to this review. Much of
the literature regarding strategy development is presented in book form. This is a
function of both the nature of the material, it is sometimes dense and theoretical and the
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fact that conducting applied research is inhibited due to the proprietary nature of many
corporate strategies. As mentioned earlier, there is much to review in the domain of
strategic human capital management, however, the primary focus of this work has
revolved around discovering the unique individual qualities and competencies of human
resource professionals versus attempting to establish a model at the organizational level.
Analytical Process
Once the relevant searches had been completed and the appropriate literature
obtained, the process of analyzing the data collected began. Over 50 articles and almost a
dozen books were analyzed for content appropriate to this study. Both the narrowing of
the material, as well as the analytical process of evaluating the material, was informed by
the structure of the review. When looking at strategy development, I focused on
information from the research that informed, at the highest organizational level, the
building blocks of organizational strategy. For purposes of this study, determining
detailed effects of some micro-strategies would not serve the broader purpose of
discovering an opening for the development of a theoretical model of strategic human
capital management. However, understanding the building blocks of organizational
strategy was very relevant to the study. Likewise, many of the 85,000 plus articles
regarding the strategy management system of the balanced scorecard did not speak to the
broader question of how the strategy execution literature can speak to the
operationalization of a theoretical model of strategic human capital management. For
that portion of the literature that did speak to the relevant issue, a content analysis was
completed to determine how the particular research spoke to the focus of this study.
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Several broad questions framed the analytical process:
1. What can be learned from this strategy development research that could
inform a strategic human resources executive about overall strategy
development?
2. What can be gained from the literature that would speak directly to the
development of a theoretical model of strategic human capital management?
3. In analyzing the existing literature on strategic human capital management,
what trends are apparent, and what successes and failures have occurred?
As an analytical approach, these questions were asked of each piece of literature that was
selected for this review as though the literature was being interviewed.
Strategy Development
A History
Much of what we know and practice in the business world regarding strategic
planning is based in the historical context of ancient militaries (Blackberry, 1994). The
word strategy comes from the Greek word strategos, which means General of the Army.
According to Blackberry, the leaders who occupied the strategos positions provided
strategic advice about managing battles to win wars rather than tactical advice about
managing troops to win battles. From the earliest days of the concept of strategy to the
current practices in today’s organizations, the focus has always been about shaping and
leading from a “big picture perspective.”
The first formal academic treatment of the subject of strategic planning is traced
back to the Harvard Business School in the 1920’s (Candy & Gordon, 2011). Hammer
(1996) identified three major stages in the history of strategic planning. The first phase,
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referred to as portfolio management, focused on the strategic nature of how a firm
functioned as a holding company of many businesses and allocated capital across those
businesses. The assessment of these firms was driven by how well they allocated capital
including the management of risk, industry growth, and the firm’s market share.
The second phase, based upon the work of Porter (1980), began to focus more on
the internal operations of the firm relative to the economy in which the firm functioned.
The third phase of strategic planning was dominated by the concept of
organizational core competencies (Hamel & Pralahad, 1994). The focus of this phase is
that each firm needs to determine what it is really good at doing and build strategies
around those core competencies. Leveraging a firm’s core competencies across multiple
product lines is a viable strategy in this context.
Today, the practice of strategic planning is dominated by the pioneers in the
second and third phases of the strategic planning history. Also, many consulting firms
across the globe offer consulting and advisory services grounded in the work of Porter’s
Five Forces Model. This review will now turn to some of the current models that apply
strategic planning principles in today’s firms.
Current Strategic Planning Models
Michael Porter of the Harvard Business School is one of the most dominant
voices in the strategy development literature. A query of Google Scholar indicates that
academic citations of all of Dr. Porter’s work currently totals 314,982. As a result, it is
impossible to have any reasonable discussion regarding strategic planning without
including a deep dive into the work of Michael Porter. Porter (1980) introduced his first
concepts around the strategic planning process by presenting basic ideas regarding the
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structural analysis of industries and introducing generic competitive strategies associated
with cost leadership, differentiation, and focus. He built upon his work by introducing
extended concepts, Porter (1982, 1987, 1990, 1991) focused on principles of competitive
advantage including value chain and technology advantages, as well as the structural
analysis of industries. This structural analysis included strategies associated with an
industries’ moving toward maturity, as well as strategic issues in declining industries.
Treacy and Wiersema (1996) would build on Porter’s foundation through their work
identifying three market positions, operational excellence, customer intimacy, and
product leadership. In one of his most significant contributions, Porter (1979) introduced
the concept that would define the second phase of the history of strategic planning, the
Five Forces Model. The key issues of the second phase of strategic planning history
revolved around external economic factors affecting the internal strategy of the firm. The
Five Forces Model focuses specifically on the external forces of threats associated with
new market entrants, suppliers, substitute products, and customers all in the context of
creating a differential between the firm and industry competitors. From its introduction
in 1979, this model has been a dominant theme in strategic planning processes across the
world. Grundy (2006) referred to the Five Forces Model as the most influential model
within business schools and further indicates that Porter’s model, “propelled strategic
management to the very heart of the management agenda” (p. 213). Grundy goes on to
describe ways in which the Five Forces Model can be developed even further by
incorporating micro-forces which allows for a more vertical analysis of Porter’s original
forces. Beyond the Five Forces Model, another significant contribution of Porter to the
strategic planning field has been his concept around strategic fit, Porter (1996). In this
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concept, Porter argues that if a firm selects the appropriately aligned activities to support
their strategy, it is actually the fit between those activities that makes them
complimentary to one another, difficult to replicate, and therefore a potential source of
competitive advantage. A classic Harvard Business School case study applying the
concept of strategic fit, looked at this principle with the airline industry comparing
Southwest Airlines to Continental Airlines. With Southwest Airlines, every activity of
the company was aligned with the strategy of being a low-cost provider. From buying
only one type of plane, to rejecting the hub and spoke system of traditional airlines, to
how passengers are boarded, all support the low-cost strategy. Continental, on the other
hand, had succeeded for years as a traditional airline yet decided it wanted to encroach
upon the market space of Southwest. Continental entered that market with a product
called Continental Lite, however, without any assessment of Porter’s concept of strategic
fit. Continental’s experiment was a dismal failure costing the company hundreds of
millions of dollars and a CEO his position.
Although Porter has been a dominant force in the strategy planning and
development area, many others have contributed as well. Collins and Porras (1996)
highlighted the critical nature that a corporate vision plays in maintaining certain core
attributes of an organization even when everything else is changing. They attribute core
values as being the stabilizing force in organizations facing significant change. It is the
things that should never change (core values) that allow organizations to face the things
that must change to remain viable. Johnson, Christensen & Kagermann (2008) addressed
the need for organizations to be constantly aware of when their business model needed to
change and how to be agile enough to be constantly moving in a direction that maintains
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the pace with a unique customer value proposition. Kim and Mauborgne (2004, 2015)
introduced the concepts of red oceans and blue oceans. According to Kim and
Mouborgne, red oceans represent incremental improvements in current markets. In their
study of 108 companies, they found that 86% of new business launches were line
extensions in current markets, or red oceans. However, only 39% of organizational
profits came from these red ocean launches. Blue ocean launches, the creation of brand
new businesses and brand-new markets, made up only 14% of new launches, however,
they accounted for 61% of profits. The rest of their work focuses on guiding
organizations through the creation of blue oceans. Neilson, Martin and Powers (2005)
followed upon the ideas of Kaplan and Norton (1996) regarding the importance of
moving beyond strategy development and address strategy execution as a unique issue to
be addressed. Neilson et.al. stressed the importance of information flow and decision
rights; Kaplan and Norton designed a performance measurement system focused on the
process of strategy execution. The next section of this review will take a closer look at
Kaplan and Norton’s balanced scorecard approach to strategy execution. Gadiesh and
Gilbert (2001) highlighted how critical communication of strategic information to
frontline employees is in their work on transforming corner office strategy into frontline
action. Mankins and Steele (2005) focused their contribution to the strategic planning
field to highlighting the gap between the defined strategy and the organizational
performance gaps that prevent that strategy from becoming a reality. Their work defined
seven rules for closing the strategy to performance gap. Rogers and Blenko (2006)
reinforced the work of Neilson et.al. regarding the critical nature of decision rights in
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implementing strategy. Their work created a series of principles referred to as the
decision-driven organization.
Despite all of these contributions to the strategy development literature, there is
still a strong call for continued theory development in the strategy space. Chungyalpa
and Bora (2015) address the tension between two camps regarding the importance of
strategy in organizations today. One camp argues that, with the rapid pace of change in
today’s organizations, it is not possible to engage in strategic planning; while the other
camp argues that it is precisely this rapid pace of change that requires organizations to
become more fluent in defining and executing strategy. Chungyalpa and Bora conclude
their work with the conclusion, “the question is not whether strategies are relevant, but
whether a firm has the relevant strategy” (p. 82). It is also interesting to note that even
though they are calling on a renewed focus on strategy development, with new thoughts
and new models, the most cited author in their work is none other than Michael Porter of
the Harvard Business School. Wolf and Floyd (2017) reviewed 117 academic articles
focused on strategic planning research from 1980 forward. After a comprehensive
review they concluded there is a need to stimulate a resurgence in research on strategic
planning. Specifically, they recommend that future research focus how strategic planning
influences organizational outcomes and the role of strategic planners in the overall
process.
Even though the history of strategic planning traces its roots to centuries ago, and
there have been decades of academic research contributing to our knowledge about this
important process, there is still much to learn regarding how the activities of strategic
planning affects business performance. Much of what resides in our current body of
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knowledge regarding the research around strategic planning will remain core to how this
business function is carried out. However, research going forward will refine the historic
approaches taken to account for the complexities that must be managed in today’s
organizations. As this work moves forward, it is certain to take into account the focus of
this paper, the importance of the element of strategic human capital planning to the
overall corporate strategic planning process. This review now turns its focus to the
literature regarding strategy execution or implementation.
Strategy Execution
Background
Most organizations engage in some type of strategic planning using some or all of
the approaches discussed in the preceding section. The strategic plans that are produced
become significant guidance documents for banks, Wall Street analysts, and investors.
However, a number of informal surveys of global executives reveal that a leading
concern of executives today is not whether they have an effective strategy, it is how well
they are equipped to execute or implement that developed strategy. It turns out that
strategy development is a challenge, however, it may be the easy part of corporate
governance; strategy execution appears to be the challenge that most executives lose
sleep over. The business press from Forbes to the Harvard Business Review cite
anywhere from 70-90% of well-developed corporate strategies are not successfully
implemented. A number of consultants have attempted to fill this gap with various tools
and techniques designed to bridge the gap between strategy development and strategy
execution. The most significant and widely used tool to address this gap is the balanced
scorecard developed by Robert Kaplan and David Norton (Kaplan & Norton, 1996).
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Bain and Company (2017) has listed the balanced scorecard as one of the top ten most
widely used management tools around the world. The editors of the Harvard Business
Review have selected the balanced scorecard as one of the most influential business ideas
of the past 75 years. As previously mentioned, an academic search on the term, balanced
scorecard returns over 85,000 responsive articles and Robert Kaplan Google Scholar
citation rating lists over 135,000 citations. Harden and Upton (2016) presented evidence
that financial service firms can gain a competitive advantage over industry competitors
through the use of the balanced scorecard. Combined, these facts lend credibility to the
balanced scorecard as an effective and leading management tool for strategy execution.
This review will now turn its attention to an analysis of the balanced scorecard for the
purposes of strategy execution.
The Balanced Scorecard
The work of (Kaplan & Norton, 1996, 2001, 2004, 2006, 2008) is an example of a
project that began as a small qualitative study; and through application, grew into a
significant theory of strategy execution. The initial idea behind the balanced scorecard
was to encourage capital-intensive corporate firms to begin measuring value beyond the
singular focus of financial measures, Kaplan and Norton (1996). Financial measures
were ideal for business environments dominated by assests such as plant, property, and
equipment; however, in the early 1990’s Kaplan and Norton began to see the emergance
of intangible assets as the critical differentiator in the business world. Assets such as
human capital, and unique exploitations of information technology resources would, in
the minds of Kaplan and Norton, become the creators of competitive advantage in the
coming world of information. However, traditional financial measures did not capture
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this value within the organizations of that time, and therefore these critical assets were
unmeasured and unmanaged. The first very simple premise of the balanced scorecard
was to have balanced corporate measures across four perspectives; the traditional
financial perspective, the customer perspective, the internal processes perspective, and
the learning and growth or human capital perspective (Kaplan & Norton, 1996). A
number of the organizations that Kaplan and Norton worked with to implement these first
ideas began to realize that in developing these measures, certain principles around
communication and involvement of broader sets of employees in developing these
measures began to emerge as additional insights to the original idea around balanced
measures. Kaplan and Norton (2001) would coalesce these new ideas into a concept they
termed the strategy-focused organization. Processes focused on broad outcomes like
translating the strategy to operational terms, aligning the organization to create synergies,
making strategy everyone’s job, and a continual process, and mobilizing strategic change,
began to flow into an overall model of strategy management. Actually mapping the
strategic course toward the full implementation of the organization’s strategy led to what
Kaplan and Norton (2004) referred to as the organization’s strategy map. As their work
and learning continued, Kaplan and Norton (2006) would begin to see the emergance of
new-found synergies in the organizations they were working with, as a result of these
strategic execution efforts leading to greater and greater alignment between the business
unit components. As all of these efforts came into a sharper focus, Kaplan and Norton
(2008) would demonstrate that organizations that had the strategic discipline to
implement all they had learned since the original idea of balanced measures, actually
produced an execution premium in terms of their corporate strategy.
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As their model of strategy execution really took shape, Kaplan and Norton made
an intentional decision to not protect their intellectual capital. They believed that if
existing consulting firms could take their ideas and implement them across the world,
greater value would be produced. Their assumption was correct and many organizations
began to learn and apply the balanced scorecard concepts. This also produced the
opportunity for significant academic research to follow this corporate activity.
Hoque (2014) produced a literature review of balanced scorecard research by
focusing on the top 25 accounting journals and 46 highly ranked business and
management journals, ultimately focusing on 181 balanced scorecard research studies.
Hoque’s review demonstrated that robust research existed across many different
industries and in many different settings. Among the findings of this research was clear
empirical evidence that firms that implemented the balanced scorecard experienced
economic benefits. In addition to economic benefits, several of the studies had clear
indications that communication process related to the organization’s strategy were greatly
enhanced as a result of implementing the balanced scorecard. Pollanen and Xi (2015)
found that the use of the balanced scorecard allowed organizations to create performance
measures more closely aligned to the competitive pressures they were facing in their
particular industry. Lueg and Vu (2015) conducted a literature review focused on the
specific success factors in balanced scorecard implementations and found that the
complexity of the balanced scorecard process required significant resources and
intellectual capability in order for successful implementations to occur. This finding
reinforces Porter’s contention (1987) that, as a result of complexity or difficulty in
replicability, a true competitive advantage may be achieved as a result of having the
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discipline to implement and maintain a rigorous strategy management system. This
complexity may also explain why so many firms struggle to execute their strategies.
Humphreys, Gary, and Trotman (2016) demonstrated, through a control group study
using simulations, that certain structural premises of the balanced scorecard produced
better long-term managerial decisions than traditional decision making processes.
Campbell, Datar, Kulp, and Narayanan (2015) demonstrated in their study that a firm’s
business strategies can be tested and validated statistically by focusing on the
performance measures in the internal perspective of the balanced scorecard. Yahanpath
and Islam (2016) used the balanced scorecard approach to design a performance
measurement risk assessment model to further strengthen the long-term performance of
balanced scorecard organizations. It is important for organizations to understand the
effect of executing their strategy, through the use of the balanced scorecard, can have on
their employees. Molina, Florencio, Gonzalez, and Gonzalez (2016) studied this issue
through structural equation modeling and found the use of the balanced scorecard
improved employee commitment, the organizational climate, job satisfaction, and job
dedication. Narayanamma and Lalitha (2016) discussed how the learning and growth
perspective of the balanced scorecard created a real focus on talent development and was
a predecessor to successful balanced scorecard performance.
Clearly, the research around the balanced scorecard has been very robust and has
demonstrated a clear path to improved strategy execution for those organizations that
have adopted it. The path towards a strategic model for human capital management is
informed by the literature regarding strategy development in general, and effective
strategy execution models in particular. With an effective strategy execution system
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identified, this review can now shift to the current literature regarding startegic human
capital management.
Strategic Human Capital Management
The intent of this literature review was to search the existing research in an effort
to navigate a path towards an effective approach to strategic human capital management.
In order to explore this path, it was critical to understand the current state of both strategy
development and strategy execution. As referenced earlier in this paper, Wang et al.
(2017) stressed the importance of implementing human resource development approaches
in the context of the host system’s needs. This concept applies to all strategic human
capital activities, and therefore, understanding the host system’s processes for strategy
development and strategy execution are critical first steps towards a robust approach to
strategic human capital management. Beyond that understanding, it is important that the
strategic planning and execution processes for the human capital needs of the
organization be just as rigorous and robust as those processes are for the host
organization. Additional insights that have been gained thus far in this review highlight
the fact that many of the failures in strategy execution are actually failures in the human
systems necessary to implement a strategy. Excellent human capital strategies and the
ability to execute them appear to be critical necessary predecessors to overall
organizational strategy execution. Of concern, is the current state of strategic human
capital management.
Kryscynski and Ulrich (2015) expressed their concern that academic scholars are
not engaged enough with the phenomena of strategic human capital management to
produce the theoretical research necessary to adequately define a practical approach.
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Specifically, they are concerned that researchers, “live at least one step removed from
manager’s lived experiences” (p. 358). Supporting this concern, when attempting to
evaluate the current state of strategic human resources practices, it is more common to
find assessments in business periodicals than in academic research. One such
assessment, Efron (2014) commented that human resource organizations have only
evolved marginally from their historical transactional role within the organization. As
cited earlier, Kaufman (2012) assessed the academic research in the strategic human
capital area over the last 30 years and issued it a failing grade. Wei (2010) found that
even though the call for human resource management professionals to become more
strategic has been around for some time, there remains strong resistance to this change.
Wei also concluded that human resource professionals must gain an equal footing with
other senior executives when it comes to strategy formulation and implementation.
Kryscynski and Ulrich (2015) referred to the current state of strategic human capital
management as still in a state of development and that much work needs to be done to
bridge the theory-practice gap. Much of the slow pace of this change from transactional
specialist to strategic partner can be attributed to the individual nature in which this issue
has been studied and written about. The Society for Human Resource Management
(SHRM) the professional association for people in the human resources profession, has
many training opportunities and publications that focus on individual competencies
designed to create more strategic human resource leaders. Ulrich (1997) published a
popular book defining the individual characteristics necessary for a human resource
executive to think and act more strategically. Approaching this significant business need,
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one professional at a time, is likely the slowest, most inefficent, way to approach this
transition.
A more systemic, organizational approach is needed to elevate human resource
practices to the strategic level. Mitchell, Obeidat, and Bray (2013) found that strategic
human resource practices led to improved organizational financial performance. Delery
and Roumpi (2017) discussed and evaluated the resource based view of strategy to
discuss the distinctions between human capital, or individual capabilities and the firms
human resource practices. In their findings, there was support for organizing the human
resource practices of the organization into a comprehensive strategic model as well as
addressing the competitive advantage that can be derived from individual capabilities.
From these findings, a strategic model of human capital management should be designed
to account for both the human capital practices of the organization as well as the inherent
advantage of employee’s knowledge, skills and abiltiies. One example of research
focused on strategic human capital management at the organizational level versus the
individual level is (Gilley & Maycunich, 1998, 2000). Their work focuses on changes, at
the organizational level to move human resources to the strategic level and is described as
creating the “developmental organization” (p. 5).
Conclusions and Future Research Recommendations
It is clear that more needs to be done to create human resource organizations that
are more aligned with, and responsive to, their host organization’s strategy development
and implementation activities. Whereas the development of approriate strategies is a core
competence in most organizations, executing that strategy continues to be a struggle.
Human Resource organizations can fill a critical gap in this area by developing strategic

35

human capital plans aligned with their host organizations strategy. To do this, human
resource professionals must become fluent in strategy development and strategy
execution.
Kryscynski and Ulrich (2015) have called specifically for more research on the
subject of strategic human capital management. They particularily call for research
designed to close the theory – practice gap. Thompson and Mathys (2013) have
suggested that the Kaplan and Norton balanced scorecard needs a fifth perspective, the
human perspective, represented in their methodology. Future research, should seek to
consolidate each of these suggestions by pursuing a practical research approach to the
creation of a strategic model for human capital management. This model should take
advantage of the balanced scorecard methodology and follow its principles from a
structural standpoint. If organizations can build a strategic human capital model
consistent with Kaplan and Norton’s methodology the call of Thompson and Mathys
(2013) for a human perspective in strategy execution will have a response. This study
contributes to the body of knowledge in strategic human capital management by
exploring a case study of a strategic human capital model following the Kaplan and
Norton, balanced scorecard methodology. Table 1 summarizes the relavant literature for
this study.
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Table 1. Literature Review Summary
Literature Review Theme
Strategy Development
History

Key Issue
Strategic planning goes
back to ancient military
times.

Authors
Blackberry (1994)

Candy and Gordon (2011)
First Academic
Approach

Current Strategic Planning
Models

Harvard Business School
began formal studies in
1920’s
Strategy planning has
evolved overtime.
Candy and Gordon (2011)

Phase 1

Focus on portfolio
management

Phase 2

Focus on internal
operations.

Porter (1980)

Phase 3
Strategy Execution
The Balance Scorecard

Strategic Human Capital
Management
Little Progress

Improves Organizational
Performance
Build at Organizational
Level

Focus on organizational
core competencies.
The most commonly used
strategy execution tool is
the balanced scorecard

Continued effort is needed.

Hamel and Pralahad (1994)

Kaplan and Norton (1996,
2001, 2004, 2006, 2008)
Hoque (2014) Pollanea and
Xi (2015) Lueg and Vu
(2015) Humphreys, Gary,
and Trotman (2016)
Campbell, Dator, Kulp,
and Narayam (2015)
Yahanpath, and Islam
(2016) Malina, Florencio,
Gonzalez, and Gonzalez
(2016) Narayanamma and
Lalitha (2016)

Impact on organization is
proven.

Baake (1948) Kaufman
(2012) Kryscynski and
Ulrich (2015)
Wei (2010) Mitchell,
Obeidat and Bray (2013)

Focus needs to be at
organizational level.

Gilley and Maycunich
(1998, 2000)
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Chapter Three: Design and Method
Introduction
As the literature review in Chapter Two demonstrated, there is a well-developed
research history in strategy development across many different organizational settings.
There is also a significant amount of positive research findings over the last 20 years
regarding the balanced scorecard as a strategy implementation or execution tool. There
are also mixed views regarding the effectiveness of current strategic human capital
management models and practices. At best, there is an opinion that much progress has
been made (Ulrich & Dolebohn, 2015). However, there are also strong opinions that
little has changed regarding the expectation that HR is an administrative, transactional
based operation (Wei, 2010; Efron, 2014). These assessments are based on both the
competence of individual professionals that make up the HR ranks as well as the systems
and structures likely to produce effective HR strategies (Lawler & Boudreau, 2009).
Regardless of where one falls on this continuum, there is certainly consensus for the idea
that HR needs to continue to move in the direction of strategic contribution and
partnership with the organizations they support.
The synthesis of the literature review forms the basis for the design and methods
of this study. With mixed research results and academic reviews regarding the current
state of strategic human capital management, a case study approach where potential
effective activities may exist seems to be a viable option for adding to the existing body
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of knowledge. Further, a case study of a strategic human capital management model that
incorporates the methodology of a common strategy execution tool, the balanced
scorecard would have the potential to connect strategic HR practices up the strategy chain
and offer the possibility of contributing to overall organizational strategy development.
This potential outcome would be consistent with Ulrich’s wave four discussed
previously.
Purpose of the Study
The purpose of this study was to take a case study approach to explore and
present a model of strategic human capital management within an organization. HR
practices are process practices and not outcome practices, making it imperative that a
model of strategic human capital management be grounded on the strategy execution side
of business strategy. In other words, most organizations do not produce human resource
outcomes as a final product in the marketplace. Rather, they develop strategies to gain a
competitive advantage in a chosen market segment and then use strategic HR practices to
execute that strategy. Therefore, any useful model of strategic human capital
management must be developed in a language that aligns with organizational strategy
execution activities. The purpose of this study was to explore a strategic model of human
capital management grounded in the practical business world environment. To achieve
this purpose, a single, large organization that has been working to establish an HR
strategy linked to the broader organization and based upon the methodology of the
Balanced Scorecard (Kaplan & Norton, 1996) was studied from a case study perspective.
Figure 1 depicts the strategic model in the form of a strategy map. This map is designed
to follow the four perspectives of the balanced scorecard starting with the learning and
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growth, or talent needs at the base of the map, with the internal processes on top of that
followed by the customer, and financial outcomes at the top of the map. Each circle or
oval represents a strategic objective, and each objective has one to two measures
associated with it. It is the collection of these measures that make up the balanced
scorecard.

OHR

OHR’s Mission: Develop a talented and highly effective
workforce at UAMS and adopt a workforce management
approach that is tied to UAMS’ strategic goals.

Figure 1: Office of Human Resources, Strategic Human Capital Model

Overview of the Strategic Human Capital Model
Certain components of the strategic human capital model will be discussed in
more detail later in this chapter. However, at this point an overview of the model will be
discussed. The model is presented in the form of a strategy map which places strategic
objectives into a cause and effect structure aligned with the balanced scorecard
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perspectives of; the customer perspective, the financial perspective, the internal processes
perspective, and the talent and technology perspective. Again, in reading a strategy map,
the following statement can be made. If the organization has the talent and technology
described in that perspective, performing the described internal processes, then it will be
likely that the outcome measures in the customer and financial perspectives will be
achieved.
For this strategic model of human capital management, the desired objectives for
internal customers are to achieve an employer of choice status, to ensure compliance for
all regulatory and policy requirements, to ensure HR readiness across the organization,
and provide timely accurate information for strategic decision makers. Each of these
strategic objectives, and the objectives throughout the model, have measures and targets
associated with them to define what effective performance looks like. There are also a
number of initiatives designed to move performance toward the established targets.
In the financial perspective, there is a very ambitious strategic objective referred
to as optimizing the return on invested human capital. This concept will be discussed
much more thoroughly later in this chapter. For now, it will suffice to understand that the
idea here is to create a human capital accounting system that will allow the organization
to fully understand the investments made from a human resource development
perspective to have the current workforce in place. Many organizations claim that their
people are their most valuable asset and yet this valuable asset is never captured in any
way in financial statements. This objective, supported by an in-depth initiative, will seek
to add to the body of human resource development knowledge by defining a robust way
of capturing and reporting on this critical investments in people.
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In the internal processes perspective, three strategic themes are built into the
model; achieve HR operational excellence, develop strategically aligned partnerships,
and integrate human capital systems. Operational excellence is achieved by having
effective business processes in place and by leveraging technology to consistently and
effectively deliver those processes. This area of HR management is viewed as the
traditional domain of the HR function and strong performance in this area typically
precedes strategic contributions. It is common to hear managers say, “get the blocking
and tackling done first, then focus on strategy.” In order to deliver on a strategic
commitment, effective partnerships must be established. The strategic theme around this
idea seeks to identify where those partnerships can best be developed and then how HR
can be a thought leader in those partnerships. In the third theme, integrate human capital
systems, a number of strategic contributions may be achieved. This entire theme will be
discussed more thoroughly later in this chapter. However, for now, the idea is to have the
major HR processes of selection, performance management, employee development and
leadership development connected through competency models. This approach presents
a number of advantages for managing critical HR functions and extracting competitive
advantage from those functions.
In the talent and technology perspective, the model focuses on the needs of the
internal HR staff to execute the strategy. From knowing the business of UAMS, having a
strong performance culture, and leveraging effective HR competency models, the
objectives in this perspective equip the HR staff with the skills and tools needed to be
successful. During the literature review, it mentioned that strategic human capital
management has often been addressed from the perspective of staff competency models.
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This study proposed a more organizational model to address strategic human capital
challenges, however, the significant work that has been done regarding individual
competency models has a place in this organizational model. It is in the talent and
technology perspective where those competency models can best contribute to
organizational success.
Research Questions
As an exploratory case study, this research analyzed a strategic human capital
model that has been designed and implemented in a large healthcare system in the U.S.
This model was been built to align with the balanced scorecard methodology, although
this methodology is not widely accepted in other parts of the organization. Prior to
asking the research participants the research questions, a thorough presentation of the
strategic model using a PowerPoint presentation occured. With this model designed, the
research questions that this study addressed include the following;
1. What are the potential impacts of the strategic human capital model on the
overall organization?
Interview questions:
A. When you think about the strategic objectives defined in the
customer perspective of the model, what impacts do you believe
these objectives will have on the overall organization?
B. When you think about the strategic objectives defined in the
financial perspective of the model, what impacts do you believe
these objectives will have on the overall organization?
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C. What unique contributions do you believe will be achieved through
the invested human capital objective in the financial perspective?
D. When you think about the strategic objectives defined in the
internal processes perspective of the model, what impacts do you
believe these objectives will have on the overall organization?
2. Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model?
Interview questions:
A. When you look at the organizational structure of the HR
organization, what elements do you feel are most closely
aligned to the strategic human capital model?
B. What value do you think will be realized from the HR unit
scorecards that have been presented to you?
C. What impact do you believe the HR strategic model will have
regarding HR’s credibility to add strategic value to the
organization?
3. What improvements can be made to the strategic human capital model in
order to have a greater strategic impact on the organization?
Interview questions
A. What elements of this strategic human capital plan will make
the greatest contribution to transitioning HR to a more strategic
partner?
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B. As you think about the strategic needs of the organization,
which of those needs are not addressed by the strategic human
capital model?
C.

In your experience, what are the key HR staff capabilities that
you feel need to be enhanced in order to execute this strategic
model?

D. If this strategic human capital plan is executed will your
division or department perform better as a result? If not, what
is missing to achieve that outcome?
Study Design
The design methodology for this study was a qualitative case study design. The
research questions that drive this study were focused on a particular model of strategic
human capital management that has been designed specifically for a single organization.
This organization is currently in the process of implementing the model that has been
designed. Due to the interest of this study being a unique and particular model, the case
study design is the most appropriate design to address the research questions of interest.
Creswell (2014) describes what he refers to as philosophical worldviews regarding the
approach to research and suggests that researchers make explicit the philosophical views
they hold as they present their research. The constructivist worldview, which guided this
study, is typically associated with qualitative research. Social constructivism in
particular, Creswell (2014) holds that “individuals seek understanding of the world in
which they live and work. Individuals develop subjective meanings of their experiences”
(p. 8). Crotty (1998) identified several assumptions regarding constructivism; first,
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human beings construct meaning as they engage with the world they are interpreting,
second, humans engage with their world and make sense of it based on their historical
and social perspectives and therefore qualitative researchers seek to understand the
context or setting of participants through visiting this context and gathering information
personally. This approach is contrasted with quantitative research which rather than
using the human as the data collection tool, uses survey tools and other quantitative
approaches. Some researchers argue there is less objectivity with qualitative research
however, Lincoln and Guba (1985) argue that “humans can provide data very nearly as
reliable as that produced by more objective means” (p. 192).
The case study is a particular qualitative approach to research. There are several
broad characteristics that define a qualitative case study. According to Merriam and
Tisdell (2016) at its most theoretical level the qualitative case study shares with other
forms of qualitative research, “the search for meaning and understanding, the researcher
as the primary instrument of data collection and analysis, an inductive investigative
strategy, and the end-product being richly descriptive” (p.37). To be considered a case
study, the focus of study must be a bounded system, which can mean a single
organization, a single location, a person, or a single event (Bryman & Bell, 2015). Yin
(2003) further describes case studies as being one of five types; the critical case, the
unique case, the revelatory case, the representative or typical case, and the longitudinal
case. This study will align with Yin’s definition of a critical case. This type of case
study is characterized by the researcher having a specified hypothesis and the case is
chosen on the grounds that it will help to provide clarity regarding whether the hypothesis
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holds. Further, this study can be characterized as an exploratory case study as it is
designed to investigate a distinct phenomena that is lacking detailed research.
In the case study approach, researchers view their work as an intensive analysis
Bryman and Bell (2015). The use of the case study approach is a very common form of
research design in business research (Eisenhardt & Graebner, 2007) and is intended to be
an in-depth description and analysis of the bounded system.
Research Setting
The setting for this research is the University of Arkansas for Medical Sciences
(UAMS). UAMS is the only academic health system in the State of Arkansas and has a
three-part mission; to provide education to healthcare professionals, to engage in medical
research, and to provide clinical care across the State of Arkansas. UAMS was
established in October of 1879, just a few weeks before Thomas Edison invented the first
light bulb. Eight local physicians contributed $625 each to begin the first medical school
in Arkansas. This school, first known as the Medical Department of Arkansas Industrial
University, had several homes across the Little Rock area during its first 70 years of
operation. In the 1930’s a new medical school was built with funding from President
Franklin Roosevelt’s Public Works Administration. In addition to this funding, the
Arkansas legislature contributed funds from a tax on beer and liquor.
In 1951, Governor Sid McMath decided to build a new University Hospital on the
site where it remains today as the location of UAMS. At the time of this decision, the
campus was on the outskirts of Little Rock. An initial site of 26 acres was purchased for
the new hospital and a new cigarette tax, which raised $7.4 million, was used to build the
facility.
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For many years, what is UAMS today would operate as a small medical school
with a charity hospital. This system was known as the provider of last resort where those
who did not have medical insurance or any ability to access healthcare would go to
receive care. However, under the leadership of Dr. Harry P. Ward, UAMS began a
transformation effort into what is known today as an academic health center and research
leader. Dr. Ward served as Chancellor from 1979 to 2000 and the Harry P. Ward Tower
is named in his honor. Dr. I Dodd Wilson followed Dr. Ward as Chancellor and began
the largest building program in the institution’s history. During Dr. Wilson’s tenure, over
$500 million in building projects were completed. Many of these building projects were
intended to house the various advanced institutes that were becoming a part of UAMS.
Today, UAMS is a large, strategically integrated medical system employing over 12,000
people across the state of Arkansas.
UAMS was an ideal setting for this research due to its current status regarding
strategy development as well as the current state of a series of balanced scorecards that
guide the work of the Office of Human Resources (OHR). UAMS is currently operating
under a guiding strategic document that is referred to as the 2020 strategic plan. The
OHR has taken this plan and designed its structure and strategy to specifically support the
overall organization. It is this work that creates the bounded system for this case study.
Participants
There were three distinct groups of participants for this study. These three groups
were all necessary to address each of the research questions. The participants were
selected in the manner described below based on the assumption that this particular
strategic model will be experienced and perhaps valued differently from different
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perspectives in the organization. By selecting three distinct groups that will experience
the model in different ways, a more comprehensive understanding and evaluation of the
model resulted from this study. The first group of participants were the senior executive
team at UAMS. This team is comprised of five individuals; the Chancellor of the
University, the Senior Vice Chancellor and Chief Financial Officer, The Provost of the
University, The Chief Executive Officer of the Medical System, and the Executive Vice
Chancellor and Dean of the College of Medicine. This group of participants provided the
greatest insight into the most strategic of the research questions as they have the broadest
view of the organization.
The second group of participants for this study was a sample of senior and middle
managers. This group, made up of 8 individuals, brought an operational view to this
study that was more pragmatic than the senior executive team as they receive the day-today outcome of the HR strategic model. This group of participants are best positioned to
respond to the research questions and to provide insight regarding how the HR strategic
model delivers operational value to their respective organizations.
The third group of participants for this study will be comprised of a sample of the
HR professional staff. This group of participants will have a unique insight to the
strategic HR model and can respond most appropriately to the research questions
regarding how the model enhances strategic communication within the HR organization
and enhances staff development. The HR organization is large with about 70
professional staff, so a sample of employees from the HR organization will form this
participant group.
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Researcher Role
The role of the researcher in this study is complex with a significant potential for
bias present. The researcher is the Chief Human Resources Officer for UAMS and has an
extensive background with the balanced scorecard having worked directly with Robert
Kaplan and David Norton on large balanced scorecard implementations. This depth of
knowledge can work very favorably in this study as the level of questioning during the
interview phase can explore areas that a researcher with less knowledge of the
methodology could pursue. However, extra effort to address validity and reliability,
which will be discussed in a later session will need to be taken as an offset against the
potential for bias in the study.
Approaches to Data Collection
This study will rely upon a variety of data collection techniques to fully capture
the relevant information. First, there will be a number of documents that will need to be
reviewed and incorporated into the data set. The primary document that has informed the
development of the HR strategic model is the UAMS 2020 strategic plan. Beyond this
document, many of the preparatory documents to create the existing strategic model will
be critical forms of data for this study. These documents will include draft strategy maps,
assessments of strengths and weaknesses of the current HR organization and the relevant
change agendas associated with the transformation of the HR organization.
In addition to document reviews, the implementation of the strategic human
capital model at UAMS is supported by periodic strategy review meetings. Typically, a
monthly review is held to assess the current status of all strategic initiatives as well as
their contribution toward the accomplishment of strategic objectives. On a quarterly
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basis, a more thorough review is held for the overall strategic model. Observations of
these meetings will provide a rich data source regarding the effectiveness of the strategic
model and the value that it is adding to overall organizational performance.
In addition to these document reviews and observations, a final data source for this study
will be the outcomes of the various qualitative interviews across the three distinct
participants groups described above. With these interviews planned for up to 20
individuals, there will be a rich data set targeting the research questions of interest.
Data Collection Procedures
Collecting the data associated with the various documents will be a relatively
straightforward process. Many of these documents are kept and reviewed on a regular
basis as a normal part of managing the organization. In addition, a number of the
documents are kept within a management tracking system referred to as the Executive
Strategy Manager (ESM) system. Regarding the qualitative interviews, semi-structured
interviews with a supporting interview guide will be used to guide these discussions. All
interviews will be recorded digitally and submitted to a transcription service to be
transcribed for analysis and coding. The overall purpose of data collection is to develop
an understanding of how the HR strategic model was developed, the strategic value that it
adds to the organization, and how the model can continue to be refined.
Approaches to Data Analysis
The most significant analytical work to complete in this study will be coding and
identifying themes from the qualitative interviews. Creswell (2014) discusses a multistep process to data analysis in qualitative research. The process begins with the
gathering of raw data, as discussed in the previous section. From there, there is a process
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of organizing and preparing the data which includes the transcription process as well as
scanning and organizing other sources of data that have been collected. Next, a thorough
reading followed by a coding of the data will be completed. This coding can occur by
hand or computer. For purposes of this study, the software will be used to collect, hold
and ultimately analyze all the collected data. According to Creswell, two results occur
from the coding process, first, themes will emerge and second, descriptions of what is
happening in the context of the study will emerge. As this happens, the researcher
interrelates the themes and descriptions and begins to interpret them. Once these steps
are complete, a validation process occurs which will be discussed in the next section.
Validity and Reliability
Validity and reliability, are also referred to as ensuring the credibility and
accuracy, respectively, of the research findings (Creswell, 2014). There are a number of
techniques or strategies designed to address the validity of the research findings and it is
recommended that a researcher use multiple strategies to assess the accuracy of research
findings (Creswell, 2014). For this study, three primary strategies will be used to address
the validity of the findings. First, once themes are identified from the data, triangulation
will be employed between the themes identified from the distinct data sources. For
example, themes derived from the structured interviews will be triangulated with themes
from document reviews as well as themes from strategy review observations to assess
consistency as well as distinctions between the themes. A second strategy, member
checking, will be used extensively to validate the themes that emerge from the interview
transcripts. This strategy will be used in a focus group setting to further enhance the
ability to build consensus at the thematic level. A final validity strategy will be the use of
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a peer debriefing. A peer debriefing involves locating a person who reviews and asks
questions about the qualitative study (Creswell, 2014). In this case, an internal expert,
with significant balanced scorecard implementation experience will provide the peer
debriefing.
Reliability, or the ability to produce consistent and stable results (Creswell, 2014)
is typically defined as consistency across projects or across different researchers. The
nature of this study, with one researcher and one case requires reliability to be addressed
within that context. Yin (2009) encouraged qualitative researchers to extensively
document the steps of their process in such a way that others could easily follow the
procedures. This documentation process includes detailed protocols and databases of
processes and procedures. In addition, Creswell (2014) suggested a thorough checking
and cross checking of transcripts to ensure no obvious errors occurred during the
transcription process as well as a disciplined approach to ensure consistency and avoid
drifting in the coding process. To assist in this effort, the use drafting detailed memos
regarding the coding process will contribute to greater reliability. These suggested
techniques will be followed in this study.
Limitations
As a qualitative case study, there will be inherent limitations in terms of the
generalizability of the results of this study. This limitation is compounded by the fact the
strategic human capital model that forms the basis of this case study was developed in a
very specific industry setting, an academic health system. Generalizing beyond this
particular setting is beyond the scope of qualitative case study research.
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The Strategic Model and Case Defined
The next section will present in significant detail the context of this case study
and the strategic human capital model that has been designed for this organization. To
present the case, it is critical to align the strategic human capital model with an
operational strategy within UAMS. For purposes of demonstration, the strategy for the
integrated clinical enterprise or (ICE) is presented in an effort to demonstrate the
approach that is taken for the strategic human capital model to support a broader
organization. This is consistent with the findings of Wang et al. (2017) that a definition
of human resource development must be linked to the performance of the host system. A
values model plot, a SWOT analysis and an ICE strategy map will be discussed. Prior to
a discussion of these topics however, a discussion of a strategic history of ICE will be
presented.
Strategic History of ICE
As the result of both normal forces in the health-care market and the changes
brought about by the Affordable Care Act (ACA), UAMS engaged the services of a
healthcare consulting firm in 2014 to assess the organization and to make
recommendations regarding the overall organizational structure of the institution moving
forward. At the conclusion of receiving the recommendations from the consulting firm,
UAMS senior leaders engaged in an extensive re-write of the organization’s strategic
plan. This plan became known as the 2020 Vision document and would guide significant
changes across the institution. Among the recommendations made by the consulting firm
and incorporated in the 2020 Strategic Plan were the creation of service lines and the
establishment of Balanced Scorecards for each service line. Prior to the concept of
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service lines, UAMS was structured more around isolated components of the university;
primarily the College of Medicine and a clinical operation with many distinct and
independent components. The experience for a patient coming into this medical system
was daunting. If a visit was made to a primary care physician and an issue was
discovered that needed deeper specialty care, there was very little coordination or
integration designed around the patients. It was as though they entered the system twice.
The Physicians, which were a part of the College of Medicine, often had their own
nursing staff, which was distinct from the nurses in the hospital and clinics. Through
many years, the institution had evolved around internal identities rather than the needs of
patients. Service lines were designed to turn the model of health care delivery toward the
patient and integrate their experience with all components of UAMS. This service line
approach to health care delivery is a strategic trend that is transforming health care
organizations across the world. In the United States, the Mayo Clinic was an early
adopter for establishing this approach and has set the standards. For UAMS, the
implementation of service lines was scheduled to evolve methodically over the course of
four years. Ultimately, 17 service lines were to be established beneath one integrated
management structure. Examples of service lines include: Family Medicine, Women’s
Health, and Cancer Care etc. In mid-2015, executive leadership, after a visit to the Mayo
Clinic, decided to accelerate the implementation of service lines at UAMS to include all
17 service lines with-in a one-year time frame.
As can be imagined, this transformation of the organizational structure
represented significant change across almost every part of the institution and proved to be
very disruptive. Today, it is a little over two years into this change and many basic
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managerial infrastructure requirements are continuing to be built. The overall concept of
building a service line structure remains sound; however, executing this concept will not
be successful going forward without leadership and management discipline systems and
procedures.
Transformation of Human Resources
At the same time that these changes are occurring within ICE, the Human
Resources (HR) Organization is also transforming. The HR Organization at UAMS has a
history and reputation very consistent with the HR profession in general. That is, one of a
very rigid, transactional based, HR workforce that has not been developed or prepared to
make strategic contributions to the organization. Through the years, as a result of
perceived poor performance and poor service on the part of the core HR team, individual
departments and divisions began to hire their own HR professionals. In many cases,
these individuals were similarly skilled with the core HR team; the organization had
simply moved the function closer to the customer. In this environment, the two distinct
HR staffs pointed fingers and blamed each other for the lack of any comprehensive
strategic approach to HR management. It is in this context that the overall treatment of
the organizations human resources was defined. Ironically, as will be discussed later in
this section, the organization’s human resources are critical to its strategy and success.
Treacy and Wiersema (1995) stated, “product leaders never forget the basics – that more
than anything, talented people are the agents of the company’s success, and that,
ultimately, breakthroughs are born of individuals.” (p. 106). If this is true, how the
organization structures its processes for acquiring, developing, and retaining talent is
absolutely critical for maintaining strategic capability.
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Fortunately, the HR structure and therefore the capacity for UAMS to view and
manage its human resources more effectively has begun to change. Just three years ago,
there was a core HR function layered over the de-centralized HR staff with very little
coordinated effort between the two structures. Today, all HR staff have been centralized
into a strategic, customer focused team, focused on the success of the overall
organization.
In addition to building this structure, assessments of existing staff competencies
were required. In many instances, it was determined that the existing staff did not
possess the required skills to effectively carry out the responsibilities associated with
their respective areas. One example of this skills to requirements gap was in the
Organizational Development team. For many years, a group of training specialists had
occupied the positions in this organization. They were a very effective team at designing
training programs that they felt were needed and would be of interest to the organization.
Following the design and development of their programs, they would heavily market
these programs through various internal communication programs. The effectiveness
measure for this team was a simple count of how many people attended the training
programs. This approach became known as supply-side training because a supply of
training was developed and then heavily marketed. The desire was to move to demandside development where organizational development consultants were so embedded into
their customer’s organizations that only programs and solutions that were in demand by
the customer were developed. It became quickly obvious that the talent requirements for
these two approaches were dramatically different and it was unlikely that a skills transfer
would occur quickly enough to meet the needs of the organization. As a result, the
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organization replaced the training specialists with organizational development
consultants. Two years later, there is so much demand for the work of the organizational
development team that customers have offered to fund from their own budget, additional
positions for this team. Additionally, an external hospital seeking to affiliate with UAMS
negotiated in their affiliation agreement service for a leadership development program led
by the organizational development team. Figure 2 demonstrates the overall structure of
the new HR organization.
There are three continuums around this pyramid structure. On the left-hand side
of the structure is the continuum of compliance to innovation. At the bottom of the
pyramid is the continuum of transactional to strategic. Along the right-hand side of the
pyramid is the continuum of scalability to customization. In each corner of the pyramid,
the two descriptive continuum labels define a type of human resources work. Each
corner is distinct from the others and the work that falls into a specific area is structured
to be performed in unique ways. For example, work that is transactional and complianceoriented falls into the lower left corner. This work has to be performed exactly the same
way every time and timeliness and accuracy are the primary measures of success for this
work. As a result, HR has structured this work into an HR call center where consistency,
timeliness and accuracy can be closely managed.
In the upper portion of the pyramid, innovation and scalability come together.
This is where the specialized policy areas of HR reside. For work that falls into this
area, it is important to have deep expertise in specific functional areas where the constant
pursuit of best practices represents the hallmark of success. This work is measured much
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differently than the transactional and compliance-oriented work and therefore needs to be
structured together and measured together.
The specialized HR
functional model was set
up to leverage the
strengths of each group.
HR Centers
of Expertise

However, tensions
across HR groups
weaken support and
coordination across the
function.
Coordination
opportunities for HR
groups for improved
strategic impact include:
HRBPs-COEs:
Accelerate identification
of business unit talent
challenges through
information sharing
HRBSs-Shared Services:
Improve talent strategy
development by
providing metrics to
HRBPs.
COEs-Shared Services:
Improve talent
management processes
by passing employee
feedback to COEs.

Objective/
Mission
Shared
Services

Transactional

HR Business
Partners
(HR Managers)

Strategic

Tensions:
Shared services wants to ensure the
organization complies with the performance
management process, while COEs want to
ensure it reflects best practice.
HRBPSs are tasked with customizing solutions
for business units while COEs must standardize
and scale solutions for the organization.
HRBPs want to support talent strategy with
metrics, but shared services can only collect
scaleable data.

Figure 2: UAMS Structural Approach to Strategic Human Capital Management
Source:  CEB is now Gartner, CEB Analysis (GOV8956214SYN), Transforming the
HR Organization Driving Functional Success Through Business Partnerships, 2014
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Finally, in the lower right-hand corner of the pyramid the continuum elements of
strategic and customized come together. This is where the HR business partners reside
and these professionals are the closest HR people to the customer. It is their role to reach
back into the other parts of HR and obtain the best solutions for their unique customer
base. Additionally, internal customer service measures flow from left to right in this
pyramid with the expectation of the HR business partner being the customer of everyone
else. If it is important to understand how well the centers of excellence are performing,
the source of data to make this determination is the HR business partners as it is expected
that the centers of excellence exist to develop solutions for the HR business partners to
deliver to their customers. An example that is often shared inside UAMS is that the
Talent Management team within the Centers of Excellence develops corporate policy
regarding the acquisition of talent UAMS-wide. However, filling a food service position
in the nutrition department is much different than filling a Department Chair position in
the College of Medicine. It is the HR business partner that is respectively assigned to
each of these business units that is responsible for working within corporate policy to
tailor unique solutions for their particular customer’s need. Another example is the HR
Information Team is responsible for acquiring and maintaining a human resource
information system. This system has a module for succession planning which the HR
Business Partners use to work with their customers to forecast future talent needs and
ensure strategies to meet those needs.
The capabilities represented by this overall approach create different
conversations across UAMS regarding talent. Just a few months ago, a Vice Chancellor
made the comment that of eight Directors that he had, six of them could retire at any
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point, and that he did not have identified bench strength to backfill these positions.
Today, through HR support, strategic plans are in place across this system including
contingency plans in the event of the need for leadership succession. By developing a
strong, strategic HR function, the way UAMS views all of its human resources has
changed considerably.
ICE SWOT Analysis
Strengths
From its founding and for many decades that followed, UAMS was the charity
hospital for the State of Arkansas. It was the place of last resort and even though there
were two other hospitals within the City of Little Rock, those who could not afford
medical care could often only turn to UAMS for care. There was a sense of pride that
UAMS was there when no one else was. Now that the ACA is in place, many of these
lower income citizens are now insured. Ironically, this function of market dynamics led
to what is today, one of the greatest strength for UAMS. Because low income people
typically did not receive routine medical care by the time they presented for care at
UAMS their conditions were complex and very complicated. As a result, UAMS had to
have deep, deep expertise to respond to the care that was needed. Over many years, this
built a talent base and a reputation for being able to address medical needs that no one
else could meet. Today, a number of people, each day, are being transferred from other
hospitals in Little Rock to UAMS because their needs are too complex for anyone else to
meet. When a UAMS competitor hospital recently ran advertisements indicating their
costs were lower than the costs at UAMS, the UAMS Chancellor quickly pointed out
how many patients had been transferred from that hospital to UAMS and also that not
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one time had a transfer needed to go out from UAMS to any other hospital. What once
seemed like a burden developed into a tremendous strength for UAMS.
From this unique environment of strong talent, innovation developed that was
literally contagious. First, about 20 years ago physicians studying the blood cancer
myeloma made some breakthrough discoveries that ultimately allowed UAMS to become
the number one destination in the World for treatment of this rare type of cancer. Today,
patients continue to come to Arkansas from all over the world to receive the treatment
that was pioneered in this environment of innovation. In addition, this particular type of
treatment relied on a number of other medical specialties that also had to innovate
simultaneously in order to be effective. Therefore, this initial innovation had a multiplier
effect on a number of other areas at UAMS.
An additional strength for UAMS is a function of its structural capital. UAMS is
the only academic health center in the State of Arkansas and as such has tremendous
advantages in delivering healthcare that is supported by the latest medical research. As a
result of the three-part mission of education, clinical care, and research, there is a talent
mix and a delivery capability that cannot be matched by others in the state healthcare
market.
As a result of these reputational advantages, UAMS attracts a significant amount
of philanthropy. A number of buildings and funding for research institutes have been
made possible through donations of grateful patients. This further perpetuates the
capability of UAMS to maintain a strong leadership position in the regional healthcare
market.
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Weaknesses
There is a particular weakness at UAMS that tends to counter-balance, to some
extent, the structural capital strength previously mentioned. As a center of innovation,
UAMS also developed historically into a very siloed organization. These silos have often
prevented UAMS from fully realizing the unique structural capital strength. The move to
clinical service lines is a strategy that is focused on eliminating this weakness.
An additional weakness revolves around the employment stability and demographic
make-up of the UAMS workforce. UAMS has the good fortune of having a number of
long serving physicians and staff. However, significant majorities of this talented staff
will be retiring in the near future. In a number of situations, effective succession
planning has not occurred. This presents a great opportunity for the HR Organization to
fill a critical strategic need. Whereas, it makes sense to balance internal and external
talent, it is very telling that UAMS did not have a leader prepared to succeed this role.
As this is not an isolated occurrence, UAMS needs to plan strategies to duplicate its talent
proposition going forward.
Opportunities
One of the greatest opportunities for healthcare institutions in general and UAMS
in particular is the demographics of the U.S. population. The long-anticipated retirement
and aging of the Baby Boomers has materialized and the healthcare needs of this
population are vast. The demand for healthcare services from this segment of the
population will continue to grow over the coming decades. In addition to favorable
market conditions associated with this demographic, there are also tremendous
technological advances being made in the medical sciences. These advances are
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extending life even further for this large part of the population acting as a multiplier
effect on the overall healthcare needs for this group.
In addition to demographic advantages, the ACA has produced 20 million newly
insured individuals into the healthcare market. The revenue streams of insured patients
are obviously much more predictable than the revenue streams of uninsured patients.
Establishing long-term relationships with these newly insured patients represents a strong
opportunity for UAMS.
Threats
The primary threat to UAMS is political uncertainty going forward with various
issues associated with the ACA. This threat is based upon both constraints within the law
as well as political issues with how the State of Arkansas has implemented Medicaid
expansion within the law. Both of these threats focus primarily on a risk to revenue
streams. The law itself requires a number of adjustments that are very significant
regarding how medical providers are reimbursed for services. Where the historical
tradition in the United States has been to reimburse based on service performed, new
requirements in the law will be focused on bundled payments for particular conditions.
For example, today if you went into the hospital for a knee replacement, various
departments would bill payers for the distinct services provided in the care of this case.
Going forward, the government will pay a flat fee for a procedure like a knee replacement
and the provider will have to effectively package that service in an economical way.
These bundled payments include quality of care aspects such that re-admittances will be
the financial responsibility of the provider.
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The threat based upon political forces within the State of Arkansas revolves
around what is referred to in Arkansas as the private option. Rather than expanding
Medicaid, Arkansas opted to allow qualifying individuals to purchase private Medicaid
insurance. This program has been very successful and led to Arkansas leading the
Country in the increase of the insured population on a per capita basis.

If this approach

to expanded Medicaid were to significantly change, there would be an immediate
reduction in UAMS revenue of $100 million. This would have a dramatic impact on
UAMS operations.
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ICE Organizational Strategy
ICE has a well-developed strategy and a sample strategy map for ICE has been
developed by the Organizational Development team in HR. Figure 3 is a strategy map
for ICE operations.
Within the internal processes perspective of this strategy map the tri-part mission
of UAMS is identified through the strategic themes of effective healthcare delivery,
integrated education, and research innovation. It is the structural capital represented by
these themes that produces a unique competitive advantage for UAMS in the healthcare
market in Arkansas. Behind each of the strategic objectives in this strategy map, leading
and lagging measures have been identified, which collectively make up the ICE balanced
scorecard. Below the balanced scorecard level, is a set of strategic initiatives designed to
move the measures in the desired direction.

Figure 3: ICE Strategy Map
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This strategy execution system is the foundation for cascading information to
service line balanced scorecards as well as executive performance plans and it also serves
as an anchor point for a strategic model for human capital management.
Values Model Analysis
A values model analysis plots organizational strengths against three unique
strategic perspectives; product leadership, operational excellence and customization. The
values model plot for each of these unique groups is presented below in Figure 4.

Product Leadership

Operational Customization

Excellence
Legend:
Senior Executives
Staff
Patients

Figure 4: Values Model Plot for Senior Executives, Staff and Patients
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In order to plot the respective perspectives regarding how UAMS produces value,
a series of questions were asked of each group beginning with the very basic question of
why patients chose UAMS for their healthcare. The discussions continued through
various questions to determine the perceived strengths and weaknesses of UAMS. As
can be seen in the values model plot, there is a reasonable amount of consistency in the
judgments of various groups. There is consensus around the belief that UAMS is a
product leader in terms of producing value for patients. One interesting outcome of the
values interviews was the slight diversion from a product leadership position on the part
of patients. If this diversion is followed through to the other vectors, it appears that
patients view operational effectiveness as a major value driver as well, even though
product leadership remains dominant. Insights to explain this include a value premium
placed on the experience of receiving healthcare at UAMS as well as the healthcare itself.
Things like ease of appointments, coordinated appointments, wait-times associated with
appointments and billing accuracy are also very important value drivers for UAMS
patients. It is apparent that the first value decision made by patients is made through the
lens of product leadership. The quality of a physician that practices his or her profession
in the context of an educational and research environment leads to a different
commitment to their patient. Patients understand the long tradition of the social contract
between UAMS and the citizens of the State of Arkansas and they value that tradition.
They understand that UAMS has always been there for them even when some of them
had no means to pay for their care. There is a bond and a sense of loyalty that is both
given and received by UAMS. With that broad perspective however, patients also expect
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to experience a very efficient operation when they engage with UAMS and that
efficiency is also a strong source of value for them.
There was less variation in the values model plot between senior executives and
staff level employees. However, similar to patients, employees viewed the value derived
from operational effectiveness as a key value driver. In reflecting on these results there
are two possible explanations for staff level employees being a little more consistent with
the views of patients than those of senior executives. First, staff level employees are the
employees who have direct contact with the patients. Therefore, their experiences occur
together. Staff level employees know what patients value because they are there with
them when they are experiencing that value. Second, senior executives frequently speak
to their organizations about subjects that would be more closely aligned with the
activities of organizational effectiveness. The components of product leadership are
foundational; however, they operate in the background and therefore what gets the most
frequent attention and direction from senior executives are the activities associated with
efficiency, therefore reinforcing this as an important value proposition.
Regarding customization, there is awareness on the part of all those interviewed
that in certain circumstances, treatment at UAMS is very customized to the patient. In
the treatment of myeloma, an area where UAMS has a worldwide reputation, a patient’s
stem cells are harvested and therapeutic solutions are tailor-made to their unique genetics.
This practice is unique to that particular area of medicine and is not a widespread
approach across UAMS. Due to this reputation however, there is some recognition
across all groups interviewed that certain value for a specific set of patients is derived
through customization.
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In addition to the three groups consisting of senior executives, staff employees
and patients, representatives from the consulting firm that completed the original strategy
work were asked to come discuss their perceptions of the UAMS value model. Whereas
their results are not plotted, they were very much aligned with the outcomes of the senior
executive team. This stands to reason due to the fact that there was significant contact
between the consultants and senior executives and much of the consultant’s work
revolved around providing strategic education to the senior executive team.
Enhancing/Aligning Human Resource Development Strategies
Introduction/Background of Current Human Capital Strategies
The Human Resources (HR) organization at UAMS has been involved in a major
transformation effort over the last three years with a focus on becoming a much more
strategically focused organization. This transformation effort in many ways is bringing
the HRD strategies into alignment with the overall organizational strategy. In Figure 2,
the structural changes to the HR organization were presented. The blue pyramid in the
bottom right-hand corner of this structural model where strategic and customized work
intersects is where UAMS HR has built a strategic business partner concept and position.
This is also where the Organizational Development (OD) team, which was completely
rebuilt over the last three years provides extensive support.. It is in this part of the HR
infrastructure where the capability to design and deliver appropriate HRD strategies
exists. However, this structure and associated capabilities are not yet to a mature state of
development. Therefore, some of what will be discussed in this section is complete and
in place and some of it is still aspirational.
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To lay the groundwork for how the HRD strategies for ICE at UAMS are aligned
to the overall organizational strategy, it is helpful to revisit the ICE strategy map
presented earlier in Figure 3. Before that discussion however, it is worth repeating that
internal consultants from the OD team within Corporate HR worked with information
from ICE executives to design this strategy map. This outcome demonstrates the great
distance that UAMS HR has transformed itself to serve in this capacity. Just two years
ago, it would have been unheard of for an OD professional at UAMS to be designing
strategy execution systems for operating units of UAMS. Today, it is a service of the OD
team that is in great demand.
The Overarching Strategy of ICE.
The overall strategic themes of clinical care, education and research are
highlighted in the yellow boxes within the internal perspective of the strategy map.
Within academic health centers across the Country, these themes are often referred to as
the tripartite mission and all activities are designed to leverage the unique combination of
these three missions. In fact, in any given market, an academic health center should have
sustainable competitive advantage because of the structural capital associated with the
tripartite mission. The medicine practiced in a well-run academic health center should be
superior due to the research environment, which attracts more seasoned health care
providers. Due to the educational mission, the practice of healthcare is strengthened as
the result of the continual learning environment that exists. This concept is supported by
the fact that there is not a single city within the United States designated as a healthcare
destination that is not anchored by an academic health center. The balance of the strategy
map follows the (Kaplan and Norton 1996) balanced scorecard methodology.
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Specifically, strategic objectives are developed in four perspectives;
Customer/Stakeholder (Patient/Student for UAMS), Financial, Internal Processes, and
Talent and Technology. In reading the strategy map, it is best to start at the bottom of the
map with the following approach; if UAMS achieves its strategic objectives within the
talent and technology perspective and applies that talent and technology towards the
strategic objectives within the internal process perspective then the strategic objectives
associated with the customer/stakeholder and financial perspectives should be achieved.
Detailed measures and targets associated with each strategic objective are layered
beneath the strategy map level. All strategic review sessions are designed to test the
cause and effect relationships established in the strategy map and where cause and effect
assumptions are not materializing, strategic adjustments are made until the desired
outcomes are achieved.
With a strategy management system of this nature in place, the process of
aligning appropriate HRD strategies is greatly enhanced. In fact, Figure 5 below
represents the outcome diagram of a human capital readiness assessment of the ICE
organization.
In this figure, the internal process portion of the ICE Strategy Map is duplicated
with a new section labeled Strategic Job Family. In this new section, mission-critical
positions have been identified and are aligned with each strategic theme. This analysis
helps the HR and Line Management organizations understand where critical talent must
be acquired, developed and retained in order to effectively execute the defined strategy.
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Figure 5: Strategic Job Family Identification for ICE Strategy

Figure 6 below further develops this process. In the expanded sections of
Competency Profile and Human Capital Readiness, strategic HR professionals can design
competency models for mission critical positions and use the HRD strategies discussed in
the next section to acquire and develop talent with the requisite capabilities. The
organization can also develop metrics around human capital readiness to always know
what talent capacity is available to execute the desired strategy. As is readily apparent,
both the Competency Profile and Human Capital Readiness elements of this process are
not completed. This represents the point where HRD strategies at UAMS remain
aspirational. The greatest challenge in carrying this work forward is in developing the
strategic HR talent to think and perform within this framework. It is a
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slow process; however, it is anticipated that a fully developed HR organization with these
capabilities will represent a true strategic advantage for UAMS.
With this structure defined, a review of the Values Model for ICE will set the
stage for a deeper discussion regarding the specific talent management policies and
procedures that can ensure the highest level of human capital readiness for the ICE
organization.
As discussed earlier, a product leader values model drives the ICE organization at
UAMS. ICE is recognized across the State of Arkansas, the Region, and in some

Figure 6: Human Capital Readiness Assessment

specialties, across the World, as a leader in modern healthcare delivery. The most
difficult medical cases within the Little Rock region are often transferred to UAMS from
other health care facilities due to the special capabilities and talent that resides at UAMS.
UAMS maintains the only Level 1 trauma center in the State of Arkansas. Future
strategic plans to expand healthcare delivery across the State could leverage the product
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leader status by approaching major healthcare providers across various regions of the
State as an enhancement to their care versus a competitor.
The Strategic Human Capital Model
The preceding section addressed the strategic infrastructure in place at UAMS to
facilitate an understanding of the process and systems that currently govern planning and
decision making regarding overall strategic direction. This section will now shift the
focus of discussion to the internal processes of the HR organization to demonstrate how
those processes are aligned with the overall organizational strategy.
The process of developing unit-by-unit strategy management at UAMS is based
upon the previously discussed balanced scorecard methodology. The OD team within
HR has developed an expertise in this work and regularly consults across the institution
to development and implement strategy management systems. The OD team also
manages the Executive Strategy Manager System where all strategy maps and balanced
scorecards can be maintained. Within this system, once all scorecards are developed, a
strategic review of the entire organization can be easily conducted. Today a number of
organizational strategy maps and balanced scorecards have been developed and this
process will mature with time. The office of human resources is no exception to this rule
and has six strategy maps and balanced scorecards to manage its internal operations. It is
this collection of balanced scorecards and strategy maps that form the strategic human
capital model that is the subject of this dissertation. If approaching the HR strategy
management system from the perspective of the corporate strategy map, the path would
be found through a corporate strategic objective called human capital readiness. By
clicking through this corporate strategic objective, the overall HR strategy map would
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appear. Figure 1 is a duplication of that HR strategy map. Once within the HR
organization, additional strategy maps have been developed for Talent Management, OD,
Employee Relations, Compensation/Classification, Human Resource Information
Systems, Employee Services, and the Strategic HR Business Partner organization. Each
of these subordinate strategy management processes rolls up to the overall HR strategy
map similar to how the HR strategy map rolls up to the corporate map. Particular
attention is paid to cascading and appropriately linking all strategy maps across the
institution. This process of cascading can continue all the way down to the individual
performance plan level. For example, the author serves as the Chief Human Resources
Officer for UAMS. In this position, each of the strategic objectives found in the strategy
map shown in Figure 1 and all associated measures make up the performance
accountabilities for this position. The various strategic objectives are cascaded down to
subordinate directors and contribute to their individual performance plans. This process
continues through to the front-line employee. In this process, each employee can identify
how and where their position contributes to the overall office strategy.
There are a number of HR activities accounted for in this strategy map. However,
one strategic theme captures the elements of the talent management policies and
procedures. That theme is referred to as the Integrated Human Capital System and is
found within the internal process perspective of the map.
This theme is depicted as a cycle with competency models anchoring each of the
systems together. The operating theory is that well-defined competencies can link and
create synergies across each of the talent management systems. For example, if
competency models are used to define the employee selection process it follows that
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those same competencies should be used as the basis for performance management and
the overall employee development process. By having competencies as the integrating
factor, this part of the HR strategy is able to reach what (Porter 1996) refers to as third
order fit. According to Porter, this level of fit goes beyond strategic activities simply
being complimentary or even reinforcing to one another and actually moves towards an
optimization of all systems as a result of the interconnectedness or fit between systems.
For example, if a well-defined selection process yielded a certain quantifiable result for a

OHR

OHR’s Mission: Develop a talented and highly effective workforce
at UAMS and adopt a workforce management approach that is tied
to UAMS’ strategic goals.

Figure 1: Office of Human Resources, Strategic Human Capital Model.

candidate based upon a competency assessment and then a similar assessment six months
later within the context of a performance management system using the same
competencies yielded a dramatically different result, it would seem possible that one or
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both of the systems are not properly functioning and corrections could be made.
Similarly, if the competency-based performance management system identified a critical
competency gap and a solution existed within the firm’s employee development system,
the effectiveness of that development activity should be apparent upon the next cycle of
performance management. If the employee development activity occurred and in the
next performance cycle the critical competency gap remained, the employee development
activity could be assessed for effectiveness. By having these critical talent management
systems linked or integrated through the appropriate competency models, this third order
fit is present and creates significant competitive advantage.
A deeper look into each of the components of this talent management process will
provide clarity around how this internal HR process can link back to the ICE strategy and
support the product leader value. As mentioned earlier, the overall HR objective is to
provide an appropriate level of human capital readiness for the ICE organization. That
readiness is defined through Figure 5 where strategic job families are defined by their
respective competency models and then the forecasted need for the quantity of that talent
is determined. HR then delivers the needed talent within its own strategy through this
integrated human capital system. The components of that system are discussed next.
Recruitment and Hiring
Recruitment and hiring for a product leader organization such as ICE is a very
critical process. ICE is defined by the unique talent and capability of its employees. This
talent is primarily made up of Physicians, Advanced Practice Nurses, Staff Nurses, and
other medical technologists. It is common for the best talent in these professional areas
to not necessarily be looking for new employment when talent gaps exist within ICE.
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Therefore, a strategy of passive recruitment is critical to develop. To carry out this type
of recruitment activity, UAMS HR has hired and developed a strong professional
recruiting team. This team of recruiters is highly skilled at using various forms of
technology to find the critical talent needed in order to maintain a product leader
workforce.
In addition to having the raw capability of searching for this type of talent, this
recruiting team must be supported by effective information technology (IT) systems.
UAMS has been working for the past year to implement a talent management system that
is designed to manage the entire life cycle of the employee. UAMS has internally
branded a commercial IT product as “My Compass” with a tag line of, “Navigating your
career at UAMS.” This brand plays off the concept of an internal medical records system
referred to as, “My Chart.”
There are many aspects to My Compass; however, the first contact a person has
with this system is during the recruitment and hiring process. This system has the
capability to easily read an uploaded resume and pre-populate the employment
application process. When searching for passive candidates for a product leader
organization, it is critical that the process be professional and efficient. Further, this
system needs to communicate to the potential employees that the organization is prepared
to invest in them for the long-term. By being exposed to My Compass and seeing the
career navigation capabilities, a strong message of long-term human capital investment is
clearly sent to this critical pool of talent. Additional capabilities of My Compass not seen
by applicants are relationship management tools that allow UAMS to track talent beyond
the immediate activities of a particular job opening. My Compass allows the work of the
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recruiting team to be maintained within a searchable database such that the effort put
towards identifying great product leader talent is maintained for future access. Regular
outreach to this retained talent keeps it warm for talent gap needs as they occur. The
implementation of My Compass significantly advances UAMS capability in recruiting
and hiring activities. This system replaces a system that was static in nature and could
only approach the critical recruiting activity in a batch process. This means that
historically, a job was posted, people applied, someone was hired, and once the job was
filled all information about the process was lost and the next vacancy started the process
all over again.
In addition to the recruiting process, the hiring process is greatly enhanced by My
Compass as well. This system has the ability to pre-populate from the scanned resume,
all pertinent information for on-boarding documentation. Prior to this system, an
individual completed 40 different documents that were then handled by six people in HR
simply to begin the first day of work. Where this system does provide enhanced
efficiencies, the most important gains are found in the professional image that the new
employee has regarding their first exposure to UAMS.
Performance Management
The next component of the integrated human capital system is the performance
management system. As already stated, with these systems being integrated, information
learned through the selection process can inform other talent management systems. For
example, if a talent gap is identified in the selection process even for the highest rated
candidate, there is no need to wait for the annual performance management cycle to begin
addressing that talent gap. This information can flow through the performance
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management system to the employee development system where learning activities can
be assigned immediately. This capability communicates a strong message to new
employees that UAMS will invest in their future. This is a critical message to
communicate to the type of talent needed by a product leader.
Employee Development
Embedded within My Compass is a learning management system where all career
ladders with associated competencies can be maintained. This learning management
system is connected to and receives data from the performance management system and
can instantly provide employees with developmental opportunities aligned with
performance gaps. In addition to the current position, employees are able to select
developmental opportunities associated with competencies for positions they aspire to in
the future.
Leadership Development
One of the most effective ways to drive away strong talent from a product leader
organization is to provide that talent with poor leadership. The talent needed to operate
in a product leader environment is talent that happens to not necessarily be very firm
specific. This talent is mobile and must remain engaged in order to be retained. Creating
this environment is a product of strong leadership. UAMS invests heavily in both
selecting and developing strong leaders in an effort to create the right environment to
recruit, develop and retain strong talent. Within that last two years, the philosophical
approach to leadership development has evolved at UAMS. Where before, leadership
development was very classroom orientated, today executive and leadership coaching has
become a dominant form of leadership development. The author has extensive training
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and experience in the domain of executive coaching and further capability has been
developed within the OD team. The demand for these leadership development services
currently far exceeds the HR capability to meet that demand. Physician leaders have
proven to be voracious consumers of executive coaching and significant improvements in
leadership capability have been documented. This enhanced leadership capability
contributes to a more conducive environment for engagement of the critical talent that is
recruited at UAMS.
Succession Planning
In product leader organizations, maintaining human capital readiness at all levels
of the organization is a critical strategic initiative. The type of talent required to maintain
high levels of performance is not readily available and careful attention to this idea of
readiness is a constant challenge. Another component of My Compass is a succession
planning process that allows succession planning at both the individual and the position
level to occur. Once implemented, UAMS will have full visibility into the people who
are ready for promotion as well as a position view of who is prepared to succeed a
particular position. This is a much different posture than the current practice in this area.
Today, in one division, six out of eight directors could retire from UAMS and there is no
formal prepared bench strength to succeed them. This poses great risk to UAMS and
does not send a strong message to junior employees that UAMS is committed to investing
in and growing their careers. My Compass will provide the tools to HR professionals to
change that message.
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Compensation and Rewards
The system of compensation and rewards poses unique challenges for UAMS. As
a State institution, many limitations are placed upon resources available as well as
processes available to make distinctions in compensation. Many individuals are attracted
to academic medicine for altruistic reasons and this represents a certain type of
psychological compensation. Whereas UAMS medical staff are well compensated,
salaries available in private sector comparable positions pay significantly better. On the
rewards side, the benefits package is relatively strong compared to private sector
positions.
Invested Human Capital Model
One additional strategic objective that resides within the HR strategy map that is
worth a brief discussion is the financial objective F1, Optimize Return on Invested
Human Capital. This objective does not lie within the integrated human capital systems
theme; however, it is an outcome measure of that theme. This objective is one that will
have to be developed, however it has been a long-term goal of the author to
operationalize this concept.
The basic idea is to create a credible human capital accounting system that is
rigorous enough to allow for a recording on the balance sheet of an item called Invested
Human Capital. In essence, this item would capture total investments of the organization
in its current workforce. The primary driver in this process would be a cost to
competency model that accounts for all acquisition and development investments made in
the workforce. This would literally require an investment ledger account for each
employee that is rolled up and aggregated for the organization. Following the principles
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of double entry accounting, it would be necessary to balance the invested human capital
asset with a liability and equity entry. This would be accomplished by allocating attrition
to a liability account. With the investment ledger approach, a specific number could be
calculated for the invested human capital lost through attrition. The remaining invested
human capital would be recorded in a retained human capital equity entry. This approach
would keep invested human capital in balance. During the structured interview portion of
this research, there was a specific question designed to assess the value of this concept.
The responses from research participants clearly indicated that this has the potential to be
a future research area where theory could possibly be developed.
Once a system like this is established, the language, practices, and behavior of
organizations regarding their talent would change substantially. Executives would be
talking about retained human capital equity in real financial terms and taking actions to
reduce the liability of attrition through a thorough understanding of the financial impact
that attrition has on the organization. Managers would be held accountable for increasing
the value of their portfolio of human capital and in an investment to competency
approach, the only way to increase the value of that portfolio is to develop stronger
employee competencies and then retain that enhanced talent.
These ideas around Invested Human Capital are in their infancy, however the
concept is built into the current HR strategy map. Much work and thought will have to
be done to perfect and operationalize this model. The result however will be a much
clearer understanding of how HRD strategies are actually investment strategies that can
provide competitive advantage to the firm.
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Table 1 below presents the strategic human capital model in a narrative form with
measures, targets, and strategic initiatives included.

Table1: Narrative view of strategic model with balanced scorecard
HR Balanced Scorecard
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Figure 7 further aligns the strategic initiatives with the strategic themes of the
model.

HR Initiative Alignment

Figure 7: HR Initiative Alignment

Summary
Based upon extensive discussion with multiple stakeholders of UAMS clinical
care, a review of prior strategic planning assessments and a SWOT analysis, a clear
pattern of strategic value based upon product leadership emerged for UAMS. This
outcome is quite consistent with the history of UAMS and how its strengths have evolved
into a professional reputation through the years. UAMS is known for leveraging its
unique three-part mission of education, healthcare and research into a very powerful
healthcare delivery model. The outcome of value, based upon product leadership has
created a culture of innovation and a friendly sense of competition to always be pursuing
even higher levels of unique value contributions to UAMS patients. This environment is
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very consistent with a concept from Treacy and Wiersema (1995) when they stated
regarding product leadership organizations, “product leadership companies stretch
people’s potential by throwing tough challenges at them and by inciting collegial rivalry.
Great colleagues bring out the best in each other.” (p. 107).
Within the last three years, the UAMS HR organization has been undergoing a
significant transformation process designed to align all HR activities toward the UAMS
strategy. This transformation has involved restructuring staff to enhance capabilities,
implementing effective technology to support HR operations, and developing a unique
HR strategy that aligns with and supports the overall ICE and corporate strategies. Each
of these efforts enhances the activities required to create overall human capital readiness
in a product leader environment.
UAMS has tremendous opportunities that lie ahead. The strengths that are built
into the organizational DNA uniquely position UAMS to leverage these strengths
towards the opportunities that are present. By understanding the perspectives of the value
model, UAMS can prepare its workforce to thrive into an uncertain future.
Summary of the Chapter
This chapter has presented the qualitative approach of this study. More
specifically, this study will apply the case study method from a qualitative perspective.
This approach comes from a world view of constructivism which is based on two broad
principles, first, human beings construct meaning as they engage with the world they are
interpreting, second, humans engage with their world and make sense of it based on their
historical and social perspectives and therefore qualitative researchers seek to understand
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the context or setting of participants through visiting this context and gathering
information personally Crotty (1998).
In addition to the research philosophy that will be applied to this study, the
research participants and the particular research setting was presented. Participants will
come from multiple levels of the UAMS, an academic health system. The data collection
and analysis techniques that will be used in this study were presented indicating the use
of semi-structured interviews, observations and document reviews as the primary data
collection techniques. Following data collection, commonly used qualitative coding
techniques will be used with the assistance of a software tool designed to support
qualitative research.
To enhance the validity and reliability of this study, which are critical
considerations in any research endeavor, several strategies will be applied. To enhance
validity, three strategies will be used, triangulation, member checking and peer briefing.
To address reliability, research protocols will be thoroughly documented and significant
quality reviews will be used to ensure accuracy of interview transcripts and other
documentation.
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Chapter 4: Results
Introduction
This chapter presents the findings from the collection and analysis of data
primarily from the semi-structured interview process. The purpose of the study is briefly
restated as well as a summary of the method of conducting the study. Each of the three
research questions are stated along with the associated interview questions. A table
presenting the research participants is included followed by a detailed analysis of the
themes that emerged from the research interviews. Finally, a summary of the chapter is
presented.
Purpose of the Study
The purpose of this study was to take a case study approach to explore and
present a model of strategic human capital management within an organization. The
organization studied, developed a model of strategic human capital management that
focused the HR organization on the strategic activities of the broader organization. This
model was developed with a particular focus on aligning all components of the HR
organization in such a way that the HR organization is optimizing its effort. For
example, a model has been created at the overall HR level. Each unit had substantial
input into the development of this model. Once the model was created, each unit then
translated the office-wide strategic objectives into their component parts and built unit
level models to extend and reinforce the broader model. This alignment and cascading
effort produces what Porter (1996) refers to as “third order strategic fit” (p.24). In this
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context, third order fit means that the component parts of the HR organization are
structured and aligned in such a manner that they are optimized as a result of their
alignment. The purpose of this study was to produce a strategic model of human capital
management grounded in the practical business world environment. To achieve this
purpose, a single, large organization that has been working to establish an HR strategy
linked to the broader organization and based upon the methodology of the balanced
scorecard (Kaplan & Norton, 1996) was studied from a case study perspective.
Research Participants
There were three distinct groups of participants for this study. These three groups
are all necessary to address each of the research questions. The participants were
selected in the manner described below based on the assumption that this particular
strategic model will be experienced and perhaps valued differently from different
perspectives in the organization. By selecting three distinct groups that will experience
the model in different ways, a more comprehensive understanding and evaluation of the
model will result from this study. The first group of participants were the senior
executive team at UAMS. This team is comprised of five individuals; the Chancellor of
the University, the Senior Vice Chancellor and Chief Financial Officer, The Provost of
the University, The Chief Executive Officer of the Medical System, and the Executive
Vice Chancellor and Dean of the College of Medicine. This group of participants
provided the greatest insight into the most strategic of the research questions as they have
the broadest view of the organization.
The second group of participants for this study were a sample of senior and
middle managers. This group, made up nine individuals, brought an operational view to
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this study that is more pragmatic than the senior executive team, as they receive the dayto-day outcome of the HR strategic model. This group of participants was best
positioned to respond to the research questions and to provide insight regarding how the
HR strategic model delivers operational value to their respective organizations.
The third group of participants for this study was comprised of a sample of the
HR professional staff. This group of participants had a unique insight to the strategic HR
model and responded most appropriately to the research questions regarding how the
model enhances strategic communication within the HR organization and enhances staff
development. The HR organization is large with about 70 professional staff so a sample
of three to four employees from each level of the HR organization for a total of 10
individuals formed this participant group. Table 1 presents an overview of the research
participants.
Research Participant Profiles
Table 3: Research Participants
Research Participant One

Chief Executive Officer
(CEO)

Research Participant Two

Provost

Research Participant Three

Associate Provost

Research Participant Four

Chief Operating Officer
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This position is the CEO of
all clinical operations at
UAMS.
This position is responsible
for the overall academic
programs of the University.
This is a senior-level
position responsible for
faculty affairs across the
University.
This is a senior-level
management position
responsible for day-to-day
operations of the clinical
enterprise.

Table 3 Continued
Research Participant Five

Associate Dean – College
of Medicine

This is a mid-level
management position in the
College of Medicine.

Research Participant Six

Chief Financial Officer

Research Participant Seven

Dean – College of
Medicine

Research Participant Eight

Associate Dean – College
of Medicine

Research Participant Nine

Associate Dean – College
of Public Health

Research Participant Ten

Chief Information Officer

Research Participant
Eleven

Associate Vice Chancellor
– Finance

Research Participant
Twelve

Vice Chancellor –
Regional Programs

Research Participant
Thirteen

Chief of Staff

Research Participant
Fourteen

Senior Director of
Compensation,
Classification and HRIS
Senior Director of Talent
Management

This position is responsible
for the financial operations
of the entire institution.
This position is at the most
senior level of the
organization and is
responsible for all
executive level decisions in
the College of Medicine.
This is a mid-level
management position in the
College of Medicine.
This is a mid-level
management position in the
College of Public Health.
This is a senior-level
position responsible for
leading the Information
Technology Department.
This is a senior
management position in the
finance and accounting
function.
This position is the senior
executive responsible for
clinical operations at eight
regions across the State of
Arkansas.
This position reports
directly to the Chancellor
and maintains managerial
oversight of all parts of
UAMS.
This is a senior-level
position in the Office of
Human Resources.
This is a senior-level
position in the Office of
Human Resources.

Research Participant
Fifteen
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Table 3 Continued
Research Participant
Sixteen
Research Participant
Seventeen
Research Participant
Eighteen
Research Participant
Nineteen
Research Participant
Twenty
Research Participant
Twenty-One
Research Participant
Twenty-Two

Senior Director of
Employee Relations

This is a senior-level
position in the Office of
Human Resources.
Senior Director of
This is a senior-level
Employee Services
position in the Office of
Human Resources.
Director of Human
This is a senior-level
Resources for ICE
position in the Office of
Human Resources.
Director of Human
This is a senior-level
Resources, Academics and position in the Office of
Administration
Human Resources.
Senior Director of
This is a senior-level
Organizational
position in the Office of
Development
Human Resources.
Human Resources Manager This is a mid-level position
in the Office of Human
Resources
Human Resources
This is an entry-level
Generalist
position in the Office of
Human Resources

Research Questions
1. What are the potential impacts of the strategic human capital model on the
overall organization? (RQ1)
Interview questions:
A. When you think about the strategic objectives defined in the
customer perspective of the model, what impacts do you
believe these objectives will have on the overall organization?
(IQ1)
B. When you think about the strategic objectives defined in the
financial perspective of the model, what impacts do you
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believe these objectives will have on the overall organization?
(IQ2)
C. What unique contributions do you believe will be achieved
through the invested human capital objective in the financial
perspective? (IQ3)
D. When you think about the strategic objectives defined in the
internal processes perspective of the model, what impacts do
you believe these objectives will have on the overall
organization? (IQ4)
2. Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model? (RQ2)
Interview questions:
A. When you look at the organizational structure of the HR
organization, what elements do you feel are most closely
aligned to the strategic human capital model? (IQ1)
B. What value do you think will be realized from the HR unit
scorecards that have been presented to you? (IQ2)
C. What impact do you believe the HR strategic model will
have regarding HR’s credibility to add strategic value to the
organization? (IQ3)
3. What improvements can be made to the strategic human capital model in
order to have a greater strategic impact on the organization? (RQ3)
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Interview questions:
A. What elements of this strategic human capital plan will make
the greatest contribution to transitioning HR to a more strategic
partner? (IQ1)
B. As you think about the strategic needs of the organization,
which of those needs are not addressed by the strategic human
capital model? (IQ2)
C. In your experience, what are the key HR staff capabilities that
you feel need to be enhanced in order to execute this strategic
model? (IQ3)
D. If this strategic human capital plan is executed will your
division or department perform better as a result? If not, what
is missing to achieve that outcome? (IQ4)
Research Question One: (RQ1)
The first question that this research was designed to explore was the potential
impacts of the strategic human capital model on the performance of the organization.
The basis of this research question is grounded in a couple of concepts. First, HR is in
most cases, a support organization. This means that any HR strategy is not an outcome
strategy, rather it is a support strategy. Therefore, a strategic model for human capital is
a tier two strategy where success is determined by outcomes on a tier one, or overall
organizational strategy. In the case that was presented in Chapter Three, that tier one
strategy was the strategy for the Integrated Clinical Enterprise. If the strategic human
capital model that was designed and described in this case study is to be valued by senior
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executives, and to answer the call for HR organizations to become strategic business
partners of the organizations they are designed to support, HR strategies must produce
outcomes at the organizational level.
As the structured interview phase of this research was conducted, research
participants were provided a thorough briefing of the strategic human capital model
including the associated measures and targets for each strategic objective. In the original
research plan, it was anticipated that these initial briefings would consume 15-20 minutes
to complete. In reality, most briefings lasted from 45-60 minutes due to questions and
further discussion into each element of the model. As a result of this extended briefing
time, research participants had a thorough understanding of the design and content of the
strategic human capital model. The very first research question that was explored
following the briefing were the questions associated with the impact of the strategic
human capital model on organizational performance. There were four questions that
were presented to research participants to seek their input regarding the impact of the
model on overall organizational performance. The following analysis explores the
responses to each of these four questions.
Findings for RQ 1,
The overall findings for research question one were consistently positive. The
major themes discovered in open coding are presented in the following tables broken out
by interview question.
Interview question one:
When you think about the strategic objectives defined in the customer perspective
of the model, what impacts do you believe these objectives will have on the
overall organization?
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Table 4. Themes to RQ1, IQ1
Theme

Number of Participants Responding
N=22
12

Enhanced employer of choice status
Reduced risk of employee loss

9

Significant downstream effects to
strategic objectives
Addresses current fractured processes

7

Responds to intense competition for
employees
Data quality objective produces better
strategic decision making
Process provides direction and guidance
to staff
Process provides clarity to staff

5

4

9
7
11

HR will be a much easier organization to
work with
Engagement equals performance

4

Creates customer-oriented organization

6

The organization will run better if these
objectives are executed
Map provides strategic translation

14

Strategic objectives will produce
consistency

4

3

4

The overall response to interview question one leads convincingly to the
conclusion that the designed strategic model for human capital management as it relates
to the strategic objectives in the customer perspective of the model will lead to better
organizational performance. It was in this perspective where objectives around providing
timely and accurate information, maintaining a compliant HR system, ensuring human
capital readiness, and becoming an employer of choice through enhanced engagement
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were placed. There were no negative responses from research participants when asked if
these objectives and their measures would have an impact on overall organizational
performance. Each research participant, in their own way, affirmed the impact of
executing this model on organizational performance. Specifically, there were several
research participants that built upon the theme that, not only would these objectives
themselves have a positive impact, but they would also create downstream impacts on
other areas. One research participant made the following statement;
Quote 1
“Well, I guess, you know, looking at the far right, being an employer of choice, I
think the impact that that can have with a terrific impact on turnover, right, where
we have more engaged employees, we have less turnover, particularly in areas
that have been at risk in the past, like nursing. Um, I think just from a standpoint
of, well I think that has a lot of, a lot of other markers of success would be
associated with that. When you're an employer of choice, I think that probably
improves your likelihood of being a hospital of choice or education program of
choice as well. So they have a lot of downstream impact.”
In some cases, research participants responded more generally about the idea of a
strategic direction being beneficial to the organization prior to commenting specifically
about the elements of the customer perspective. They expressed that these benefits, due
to a clear direction, would produce more commitment to the organization, and stronger
performance on the part of the HR staff. One research participant made the following
statement about the value of direction;
Quote 2
“So having just read the question, the first reaction and response would be
anytime you can provide a map that shows you the direction of what you want or
thinking you need to go is a value. And that's really what the strategy maps, I
think, provide no different, I guess, than you get in your vehicle now with
technology, you can press a button, you know exactly the ability to get lost with
our modern vehicles is relatively low, if not, I mean as a result, it's the ability of
which to navigate and almost no vehicle now doesn't have that kind of system. So
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a strategy map really allows you, I think the ability to navigate good, the
organizational issues and challenges. So I would, I would think having done this
now in one other division I'm having that atlas or that map is going to be found to
be of tremendous value.”
This same concept was mentioned in different forms by other research
participants using analogies such as going to MapQuest or Google to determine the best
route to get from point A to point B. The research participants that discussed the model
in this terminology also believed that as a result of knowing a direction, HR would be
more effective and efficient and that it was very likely that greater productivity could be
realized without increasing resources. Finally, there was unanimous agreement from
research participants that if the strategic objectives associated with the customer
perspective of the strategic human capital model are effectively executed, the overall
UAMS organizational performance would improve as a result. This improvement would
come in the form of being more competitive for organizational talent and therefore being
able to out-perform other providers in the market. One research participant summed it up
this way when asked what would be the greatest impact from the customer perspective;
Quote 3
“I would probably think the employer of choice because of retention and turnover
and um, because that shows to me if you're getting at your measure of
engagement with your employees, that helps with the employer choice and also
we have a problem within nursing. Yeah, retaining nurses and everyone does
across the country, but if it was, if they were engaged and believed in what we're
doing, which means that they're getting the support that they need, which creates
the employer of choice. I think that that would help us both fiscally and with our
employee morale along with meeting our mission, at UAMS overall. If you've got
the employer of choice, then it's going to be easier to recruit high end talent
across the institution.”
It is this type of impact that the strategic human capital model was designed to
produce. As a tier two strategy, the success of the model will be determined by outcome
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measures at the organizational level. Research participants consistently reported their
belief that the defined strategic measures associated with the customer perspective would
produce positive outcome measures at the organizational level. One surprise that
surfaced during the discussion on interview question one came when three of the
participants began discussing at length the value that the organization would receive if
HR could produce and lead a balanced scorecard process for the entire organization.
Two specific quotes supporting this idea are listed below;
Quote 1
“And when we, if we had the source of truth for the institution and we really had
that overarching balanced scorecard at the top, then we would, that would
definitely be a game changer. But where you may be under Dr. Patterson's
leadership will be able to do that. I. I do think you doing this as not implementing,
this is not a mistake. I do think that it will help the institution, and it will take it to
a higher level of functioning. But it's not gonna. It’s not gonna be the game
changer that that we could be.”
Quote 2
“But I think if we step back and said, let's really take a nice strategy map, look at
this, and then everyone's, everyone's going to have a role somewhere in the play.
And then how does that fit into the more global UAMS? Because we've got five
colleges, graduate school, a regional campuses, somebody and all of that at the
end of the day is part of the master plan.”
For the most part, the strategy maps and balanced scorecards that have been
developed at UAMS, have been developed by the Organizational Development team
within the Office of Human Resources. All of the unit level maps that are a part of this
strategic model were built by the Organizational Development team. It is a positive
indirect effect of this research that the internal customers of the HR team would value the
model to such an extent, that requests are made to produce a similar model for their
organizations.
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Findings for RQ 1,
Interview question two:
What unique contributions do you believe will be achieved through the invested
human capital objective in the financial perspective?
Table 5. Themes to RQ1, IQ2
Theme
Learning curve costs critical to understand
Investments in workforce greater than
ever
Invested human capital model worth more
than gold/brilliant
Human capital most critical asset in
portfolio
Get more from same resources
Will dramatically enhance decision
effectiveness
Invested human capital model will be
overwhelmingly positive

Number of Participants Responding
N=22
12
8
15
7
4
9
8

Of all of the strategic objectives within the strategic human capital model, none
generated more interest than the objective that was phrased as “Optimize Return on
Invested Human Capital Model. This model was discussed in detail in Chapter Three and
is the basis of interview question two of research question one. There was also some
differentiation between strategic levels of the organization when responding to this
question. All research participants felt that this strategic objective would add value to the
decision-making process at UAMS. However, the research participants that were the
most senior executives at UAMS had the most to say about this concept and it was
overwhelmingly positive. Some quotes capturing this enthusiasm are listed below;
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Quote 1
“I don't think there's a more critical asset to the portfolio then the human capital
human resource and our ability, and I agree with you everywhere I've been and
they've always said that the most valuable asset is the human component, but I've
never been a place where anyone's ever been able to go back and truly create the
value statement for what the ROI is. We do it on programs, we do it on capital, we
did it and a lot of other areas, but we've never, I've never seen an effectively done
on the human capital or human interest side of. So to go back and say, guys,
here's what we think is the return on investment as a result of that humanistic
piece of our wouldn't be, I think overwhelming to people. Overwhelming in a
positive way. I mean, I've been doing this now for 35 or six years and I've never
seen anybody effectively do that other than to make statement that, you know, our
people are our most valuable asset. Right? So how, how do you put forth metrics
behind that that really reinforces that statement. This will allow us to do that. It's
worth more than gold.”
Quote 2
“It's a great question because I've thought a lot about it within the turnover in
leadership positions recently and um, and, and thinking about what it costs to
bring in a Dean what it cost to bring in an institute director and, and what's the
length of time before they start becoming productive and, and are there things you
can look for that decrease that time for productivity in a major leadership role
that, you know, does it really make a difference that they've been a dean
somewhere else or is there some other factor that makes a bigger difference? And
I think, um, you know, from where I sit, that's, that's been my biggest worry over
the last few weeks. I think from a more global standpoint, your point about, um,
about what, how long it takes for a nurse to be particularly a new nurse, newly
trained nurse to be autonomous is, is a tremendous expense. And it goes back to
some of the things I was just talking about, I guess in is how do you keep them
here, but in terms of your return on that investment, how do you optimize that?
It's, it's really, I guess, you know, are there things that we need to understand the
cost so we need to, that's number one.”
Quote 3
“So the investment in human capital that as we chatted about a few minutes ago,
I think that is brilliant. I think that's a, a way that we can put a very discreet
number on what it, not only the financial costs, but taking other nonfinancial
costs and monetize them, which are very easy to conceptualize and which will
really help to make decisions. So if you can, uh, identify that when a given
surgeon leaves or a given nurse leaves, most of us know that if you've got a good
surgeon or a good nurse believes that it negatively impacts the organization. It's
sometimes hard to convince people of how important that is and to lead to the
proper decision is what we need to do for retention or for recruitment. But if we
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can assign a true value to that change in personnel, it makes that decision much
more concrete means that we can say, okay, Gee, I don't want so and so to leave,
but I don't know how much effort or money to expend to keep them right. When
you can attach a value to that, we can go, okay, then whatever it is it cost to
retain a good person. It makes that decision much easier.”
This particular part of the strategic model, by far, received the most discussion
during the interview and produced the most excitement among the research participants.
Every research participant responded positively when asked if they would value a
periodic report discussing the invested human capital position. This will be discussed
further in the future research section of Chapter Five, but it seems clear at this point that
this part of the strategic human capital model could be an area for future theory
development in the human capital, human resource development area. Several of the
research participants, with long tenures in many different organizations, commented that
they had never heard anything like this before and that it could have a tremendous impact
on organizational decision-making.
Findings for RQ 1,
Interview question three:
When you think about the strategic objectives defined in the financial perspective
of the model, what impacts do you believe these objectives will have on the
overall organization?
Table 6. Themes to RQ1, IQ3
Theme

Number of Participants Responding
N=22
18

Critical to manage within budget
Alignment of budget to strategy,
important concept
Potential to expand output from existing
resources

8
5
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There were two strategic objectives within the financial perspective of the
strategic human capital model. The first objective dealt with the invested human capital
model and has already been addressed. The second objective was very straight-forward
and simply dealt with two simple concepts around the financial management of the
Office of Human Resources. The first concept discussed the idea that when formulating
the annual budget for the Office of Human Resources, the products necessary to further
the strategic human capital model were clearly defined in budget terms. This led to what
was referred to as the strategy budget and it created greater attention and credibility for
these particular budget requests. The second concept was a measurement concept that
simply stated that HR would manage all operations within the allocated budget.
Interview question two of research question one dealt with this very basic strategic
objective and did not generate any significant discussion during the interview process.
This objective was not perceived to be unique in any way as it is a basic requirement of
all UAMS organizations. As a result, there were no meaningful quotes associated with
this question.
Findings for RQ 1,
Interview Question Four:
When you think about the strategic objectives defined in the internal processes
perspective of the model, what impacts do you believe these objectives will have
on the overall organization?
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Table 7. Themes to RQ1, IQ4
Theme

Number of Participants Responding
N=22
12

Collective impact of these objectives is
strong
Will speed HR decisions

7

Integrated Human Capital Systems will
allow HR to design workforce of the
future
HR will become a core competency of
UAMS
With these objectives HR practices will be
a unique competitive advantage
Engagement of HR staff will be enhanced
Will allow the linkage of performance
plans to strategy
These objectives will put HR in room on
critical decisions
Will be more strategic by knowing
business of UAMS
Operational excellence theme is critical to
get right first
Strategically aligned partnerships will
produce enhanced results

5
3
3
12
6
5
4
13
8

Summary
Interview question four of research question one was structured to assess the
impact of the strategic objectives associated with the internal processes perspective of the
strategic model. This is the largest part of the model and contained several strategic
themes and a number of strategic objectives. As a result, research participants did not
address the impact of each of the strategic objectives individually, rather, they tended to
either focus on one or two that they felt would have the greatest impact or they chose to
focus at the level of the strategic theme.
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Research Question Two: (RQ 2)
Research question two was designed to assess the effectiveness of the HR
structure relative to executing the strategic human capital model, assess the effect of the
strategic human capital model on overall HR credibility as a strategic partner, and assess
the value derived from cascading the strategic human capital model objectives to unit
level scorecards.
Findings for RQ 2,
The overall findings for research question two were consistently positive and
supportive of the potential impact of the strategic human capital model. The major
themes discovered in open coding are presented in the following tables broken out by
interview question.
Interview question one:
When you look at the organizational structure of the HR organization, what
elements do you feel are most closely aligned to the strategic human capital
model?
Table 8. Themes to RQ2, IQ1
Theme
Structure and strategy perfect alignment

Number of Participants Responding
N=22
14

Transactional structure is more advanced

7

Advance strategic capability

5

Address balance of workforce, strategic
vs. transactional
Structure is good, develop employees to it

6

Constantly analyze and shift employee
skillset in the strategic direction
Keep partners at foundation of structure

11
10
5
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Table 8 Continued
Theme

Number of Participants Responding
N=22
3

Unity of structure with cascaded
scorecards
Customers think value of HR is
transactional. Structure shifts this
thinking
HR business partner – most productive

8
7

Interview question one of research question two was designed to assess the
perspective research participants held regarding the appropriateness of the HR structure,
relative to the strategic human capital model.

Figure 1. UAMS Structural Approach to Strategic Human Capital Management
The structure, discussed in the previous chapter, and presented in Figure 1, is
duplicated here for discussion. This structure was designed to align with the demands of
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the strategic human capital model. Specifically, within the internal processes perspective
of the model, there are three strategic themes that emerge; achieve HR operational
excellence, develop strategically aligned partnerships, and integrate human capital
systems. To achieve these strategic themes, each component of the HR structure must be
fully functioning.
The HR shared services organization is structured to focus on the “Achieve” HR
operational excellence strategic theme. The idea of strategically aligned partnerships
applies not only to external partnerships, but to internal HR partnerships as well. If
strong partnerships are developed between the HR centers of expertise and the HR
business partners, the strategic objectives within the integrated human capital systems are
more likely to be realized. For example, the Organizational Development team within
HR has strategic measures within their unit-level scorecard designed to build an internal
human capital research program. If this research agenda is built in partnership with the
HR business partners around specific customer human capital needs, the sum will be
much greater than the parts within the organizational structure. One research participant
spoke directly to this issue of intra-HR partnerships when describing how the centers of
expertise would potentially create credibility for the HR business partners through
internal partnership.
Quote One:
“And so I think that is going to be critical to this, the HR business partner to be
able to execute that seamlessly and with accuracy, build that credibility with the
partner, with the customers to have the centers of excellence truly be centers of
excellence. And you have deep subject matter experts that can carry, um, you
know, in a very timely way to be able to provide recommendations, um, you know,
based on experience and their deep knowledge of that work, the HR business
partners to be able to really learn from them, to carry that out to the customer.”
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The research participants responded very favorably to the HR structure in general.
A number of them were more specifically familiar with the HR business partners as that
is the part of the structure that sits closest to them, and is, in some cases co-located with
them. A number of research participants made generic statements consistent with the
following quote.
Quote Two:
“Yes. I think that this is designed to support your ability to do your mission of
HR.”
This level of support, with no research participants expressing a negative view,
lends support to a general finding that structure and strategy (the strategic model) are
appropriately aligned. Some of the broader themes emerging from research participants
around this interview question included the following;
Transactional Structure is More Advanced
Several research participants expressed the view that the transactional part of the
structure was more advanced than the strategic components. By more advanced, they
were referring to staff capabilities and the idea that transactional work is performed more
consistently and at a higher level than strategic level work. Some research participants
acknowledged that this perception was likely a function of transactional work being more
aligned with the long-term history of HR. However, one theme that emerged from the
interviews was that even though HR is historically viewed as a transactional organization,
the structure that was presented would substantially change that historical view.
Advance Strategic Capability
As the previous assessment regarding the transactional structure being more
advanced, research participants also stated with clarity the need to advance the strategic
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capability of the HR organization. Some of the discussion around advancing the strategic
capability dealt with developing staff in strategic competencies, but more often, the
research participants commented that perhaps realigning resources (number of positions)
from transactional to strategic would more likely enable the strategic model to be
executed. One research participant made the following statement regarding the need for
this type of transition;
Quote Three:
“I think this, this makes a lot of sense. I mean, there's, there's no question that
there is still going to be a lot of transactional work that needs to be done, but I
think there should also be a constant shifting from, from that level, which I look at
a kind of a lower level to moving up to more of the, the, the business partner
approach and then up to the highest level, which would be the strategic view. Is
that HR, should always be moving in that direction. And I think a part of that is a
part of that has to do with the capabilities of staff.”
One symbolic perspective that was addressed by three research participants was
the fact that customers positioned at the base of the pyramid structure with the HR call
center primarily focused on employees and the HR business partners primarily focused
on managerial needs. During the presentation of the strategic model, which included a
discussion of the HR structure, a comment was made that within the structural model,
service was designed to move from the top to the bottom of the structure. There is some
historical context for this idea. For many years, this organization had an ineffective core
HR function. To deal with the ineffectiveness, various divisions across UAMS created
shadow HR organizations in an effort to try and extract the service and guidance they
needed from core HR. There was a lot of tension in this model. When the HR
transformation began, the shadow HR organizations were aligned with core HR to create
one centralized HR organization. The concern, at this point of transition, was that the
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enlarged, centralized HR would revert to the prior environment of ineffectiveness. When
hearing the model presented and learning that service would flow to the previously
decentralized staff, a level of excitement followed. One research participant made the
following statement;
Quote Four:
“Yeah. I think the structure will be outstanding. I really do. As you were
describing it to me, I was excited about it. I hadn't thought about it in this format
and in this way, but I can see what you're building as you were describing it to
me. I could put the pieces together in my mind, so I'm seeing the vision executed
and I think that once it's built it will be fantastic, but it's not built yet. You're still
kind of assembling.”
Finally, three research participants jumped ahead to interview question two when
discussing structure and felt that by cascading the strategic human capital model to unitlevel scorecards, the organizational structure was reinforced as each of the unit-level
scorecards was based on a component of the HR structure. For example, each
organization within the HR centers of expertise created their own unit-level scorecard
designed to roll-up to the overall strategic model. The research participants that
commented on this in response to the interview question regarding structure believed that
this cascading tightened the overall structure. Much more detail regarding cascaded
scorecards will be presented in the discussion of interview question two.
Interview question two:
What value do you think will be realized from the HR unit scorecards that have
been presented to you?
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Table 9. Themes to RQ2, IQ2
Theme

Number of Participants Responding
N=22
12

Unit scorecards are the bonding agent
Clarity of expectations

9

Fit to big picture

10

Enhances strategy communication

8

Clear connection from individual to
corporate vision
Unit scorecards acknowledge differing
levels of strategic understanding
Aligned measures drive human
performance
Cascaded scorecards will create
movement for the entire HR organization

7
4
5
5

Interview question two of research question two was designed to assess the
research participants’ perspective regarding the value of cascaded unit-level scorecards.
In discussing the overall strategic human capital model in Chapter Three, the idea behind
unit-level scorecards was presented. Kaplan and Norton (2001) presented several
principles of a strategy focused organization. Principle two of a strategy-focused
organization is to align the organization to the strategy. A key technique in creating this
alignment is to develop business unit synergies. It is in attempting to create this
alignment that, in this case study, the sub-units of HR created unit level scorecards. Each
of the leaders of these sub-units participated extensively in the development of the
strategic human capital model and were given the task of aligning their unit’s
performance to the strategic human capital model by developing a unit level strategy map
and scorecard. In completing this task and creating unit-level strategic objectives, unit
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leaders had three options regarding the relationship between their strategic objectives and
those in the strategic human capital model; duplication, extension, or creation. In
duplication, unit-level objectives were simply duplicated from a strategic objective from
the overall strategic model. An example of duplication would be each unit duplicating an
objective to have a performance management system in place measured by each
employee having an active performance plan. It is logical for each unit to have this exact
same objective and measure so that each unit’s results roll up to total what the overall
organization requires. With extension, a unit duplicates a strategic objective from the
overall strategic human capital model, but measures it differently based upon its unique
contribution to the overall objective. An example of this is the strategic objective of
becoming the employer of choice. At the strategic model level, the measure for this
objective is a 10% improvement in engagement scores from survey cycle to survey cycle.
The organizational development team duplicates this strategic objective but extends
performance by measuring it from a unique angle. The organizational development team
is responsible for administering the engagement tool and their measure of the strategic
objective to become an employer of choice is to implement the survey and produce a
certain number of technical reports to be used across the organization. The HR business
partners also extend this strategic objective in a similar way by measuring the number of
focus groups and action plans implemented in the business units they support. When the
work of the organizational development team is combined with the work of the HR
business partners it rolls up to producing the overall strategic measure of moving
engagement by ten percent. Each unit has extended the objective by using unique
measures. The final option in creating unit-level scorecards was creation, where a unit
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could create a new strategic objective with its own unique measures as long as the
creation of this new objective supported a strategic objective in the overall model. This
allowed units to create their own unique contributions to the performance of the overall
strategic model and to achieve what Kaplan and Norton (2001) described as “units
become linked to the strategy through the common themes and objectives that permeate
their scorecards” (p. 12).
This process of creating unit-level scorecards was thoroughly presented with
examples during the presentation of the strategic human capital model. Research
participants had the opportunity to see the three different options in creating unit-level
scorecards; duplication, extension and creation and to ask questions about how this
process unfolded. The themes from this interview question were the result of that
discussion. Rich analogies like bonding agent and glue were used to describe this
process. One research participant made the following comment;
Quote One:
“To me, I think it's the bonding agent for all the relative parts. If we feel. If we've
done it, I've not seen it and if we're not, I think we should because we'll sit in
meetings two or three times a week trying to create the interrelationships and
understanding by sharing of information, but this really says it backs up and says
these are the strategic alignment pieces and this is how my group relates to so if
our pyramid had nine that we would all understand the interrelationship between
all nine of them. And so that would only enhance then all of these meetings that
we have executive leadership luncheon and our two hour meeting on Thursday
and I'm, and it also kind of gives us kind of in the printed or written format so
anyone can look at it and say, well now I see where, how, what the person in
strategy is doing over here and how strategy aligns with what I'm trying to do to
influence operations with what is being done with clinical excellence or
performance and what is being done with case management and patient
experience.”
As this research participant responded to this question, he also began to discuss
the potential that this type of alignment would have with his organization and how his
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organization would likely perform better if a similar process was followed. This theme
of using a balanced scorecard process in other settings within UAMS surfaced a number
of times during the semi-structured interview process. As the interviews concluded, each
of the major components of UAMS requested guidance on how they could develop a
similar process within their respective organizations. The focus of this case was to seek
senior leadership guidance regarding how this strategic model would affect HR becoming
a more strategic partner. It was an unexpected change of course to have internal
customers request the service of HR in creating a balanced scorecard process for their
organizations. This is a request that can be met and extends the strategic reach of the HR
organization.
Another theme that emerged from this interview question was the idea that overall
HR performance would likely be enhanced as a result of these cascaded unit-level
scorecards and that employee engagement would likely improve due to a deeper
connection to the organization that comes from seeing the impact of one’s work on the
broader organization. One research participant described it in the following manner;
Quote Two:
“Well, I think a couple of things. I think the first thing is that if people clearly
understand what the expectation is and how they're being measured, they're more
likely to be successful, but I think secondly, I think as they can understand how
they fit into the overall picture. I think it improves engagement and sense of Esprit
de Corps as well. That we're moving this whole thing in a direction that is not
only cohesive within our group of HR, but also fits into the 20/20 or what will be
the 20/30 model.”
This research participant focused on performance improving simply as a result of
alignment and visibility to the broader organization. When making reference to 20/20
and 20/30, the participant was referring to internal UAMS-wide strategic plans.
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However, another research participant extended this idea of performance enhancement by
identifying a process of continuous improvement by testing the linkages between the unit
scorecards and performance at the overall strategic human capital model level. This
research participant suggested that by testing the perceived linkages, adjustments could
be made to truly realize the value of unit-level scorecards. The following quote from this
research participant captures their idea;
Quote Three
“I, you know, I think, I think the key to success with that, it will be ensured that,
um, uh, we're actually monitoring how well we're, we're doing in terms of, of
meeting the various objectives there and uh, and ensuring that what, what one
group is doing is aligned with the other group. Uh, so that, uh, and that may
require some tweaking going along. It's to say, well, this, this is not really
connected here. They're doing something here that's maybe in conflict with what's
happening with the other group and we might have to make some adjustments.
But I think, uh, uh, there, there's certainly value in that to the extent that we have
everybody working to achieve essentially the same objectives, you know, the high
level objectives, but doing it in the areas that are most important to them.”
As can be seen, the predominate thought that emerged from this interview
question revolves around alignment and the idea that alignment can produce engagement
and engagement can produce improved performance and due to the cascaded structure, if
performance does not show improvement, then the aligned structure can be evaluated to
see where the missing link occurs. One research participant summed up a number of
these themes with the following quote;
Quote Four
“So I think that it gives you as a unity of structure that if you have a subordinate
unit that is using the same strategic approach and the same organizational
structure as the larger unit, conceptually it's easier for employees to figure out
how they fit into the organization and then how to, how to implement at various
levels. So that alignment is more transparent. Exactly, exactly. So I think as an
example is, is when I think about larger organizational structures, I, for example,
the college of medicine or the or ICE or the or UAMS as a whole, uh, usually
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relate it to how my organizational structure, structuring the department of
Ophthalmology is. And they're very similar organizational structures. If they were
not, I don't think that conceptually I'd be able to do as well in the overall
organization. But I think that's the same. I think that's the goal here. Right? And
then we, we, and we use, um, on a general basis, we commonly use lots of sports
analogies that apply to larger organizations can say that we're a team and then
we relate it to how does a baseball or football teams function, which is a very
small unit and then be translated to a larger. I just think it's simple. It makes
things conceptually easier for employees to understand how they fit in and what
their job is part of the whole good.”
Overall, the findings from this interview question lead to the conclusion that,
based upon the perceptions of the research participants, the process of creating unit-level
scorecards significantly enhances the likelihood of strong organizational performance
around the strategic human capital model. Specifically this improved performance is
likely to be the result more engage employees with a clear line of sight from their day-today performance and the overall strategy and the fact that the linkages between the
strategic human capital model and unit-level objectives can be tested, and as one research
participant stated, “tweaked” as needed until the desired performance is achieved.
Interview question three:
What impact do you believe the HR strategic model will have regarding HR’s
credibility to add strategic value to the organization?
Table 10. Themes to RQ2, IQ3
Theme

Number of Participants Responding
N=22
12

Gamechanger
Significant Credibility Gains

22

Knowing UAMS business is critical

8
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Interview question three was designed to gain the perception of research
participants regarding the effect that the strategic human capital model would have on
overall HR credibility as a strategic partner. Responses to this question did not produce a
wide breath of themes, however, research participants were very consistent in their
responses. Many of the research participants (12) simple began their response by using a
term like “gamechanger” to describe the impact they anticipated from a successful
execution of the strategic human capital model. After making a generic statement of this
nature, they would go on to describe either a historical perspective for how this model
would be different from the past or they would dive into a particular part of the model
and discuss how it would make a real difference in how they viewed HR. Several
research participants simply made a comment similar to the first quote below;
Quote One:
“I think it's a game changer.”
Another research participant responded by discussing the fact that HR would have
more credibility as a result of performing better service. For this research participant it
was not so much that anything new would be produced through the HR organization, but
that the discipline of this approach would assure a consistent performance and to this
research participant, consistent performance was the predecessor to credibility. This is
how they summed it up;
Quote Two:
“Well, I think when it could, could, it would, wouldn't. I would expect it would
improve the service that we receive, an instant credibility of that, but also I think
it could serve as a, um, as, as a, as a vanguard for the, the utilization of
these processes throughout the, throughout the organization.”
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Another research participant appeared to be captivated by the magnitude of the
overall process and just felt that it was so different from previous expectations of the HR
organization that performance consistent with the strategic human capital model would
be recognized in a significant way. They summarized their enthusiasm in the following
quote;
Quote Three:
“I think if you deliver these things, HR should get an award because I don't know.
I mean HR at UAMS, I've been here now 20 some years has struggled and if
you're able to accomplish this, this is, I think will be greatly valued within the
institution. Um, because for decades the institution has not felt supported by HR.
Now, there was lots of, lots of reasons, how, how it got that way. But this to me
would be an ideal structure. And if the outcomes are delivered that that should be
nationally recognized just because I know of what we were in the early nineties,
you know, and what we were as an institution was completely different than what
is now. But HR was just a transactional thing. And this to me will show the
overall institution the value that HR can have on the overall structure and
foundation for an institution to be able to grow and to be able to recruit
exceptional talent. And I think that the institution will be supported better than it's
ever been supported.”
Another research participant did not go as far as calling for awards and
recognition if the strategic model were realized, but expressed a similar level of
enthusiasm regarding the impact of HR performing in this manner;
Quote Four:
The impact would be huge. I mean, this, what you described as a strategic and
organizational plan, if you will, if you can deliver on this, it is going to make HR
much more effective and its interrelationship with the rest of the organization,
seamless and achieve the needs of the customers, which are the multiple
customers that use HR. And I think that, um, if you can achieve this, it's going to
have tremendous impact on.
One research participant became much more specific with their assessment of
what particular part of the strategic human capital model would produce credibility for
the HR organization. This particular research participant had experienced issues in the
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past with HR not having a deep enough understanding of the business they were
supporting to believe value could be added. This research participant was very simple
and direct in response to this interview question with the following quote;
Quote Five:
“The key driver of credibility is know, my business, know my business. know my
business. It's absolutely important.”
This research participant went on with this theme ultimately calling it the most
important part of the strategic model. They indicated that the business is complex and
complicated and that the learning curve for HR may be steep, but that credibility without
business knowledge is simply unachievable.
Summary of Research Question Two
Research question two was designed to assess the extent to which the HR
organization was aligned and structured to carry out the strategic human capital model.
There were three components to research question two; what elements of the HR
structure align with the strategic human capital model, what value is derived from
cascading the strategic objectives in the model to unit level scorecards, and what impact
would successful execution of the strategic human capital model have on overall HR
credibility. The findings regarding research question two were basically that the
structural component was perceived to be ideally suited to the strategic model. There
was some discussion regarding the maturity of the structure as well as the specific
balance of HR employees in the different parts of the structural model, however, there
was a consensus that as this structure matured it would nicely line up with the
expectations of the strategic model.
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Research participants were also consistent in their evaluation of the value of the
unit-level scorecards. The description of this value ranged from the alignment or binding
effect of cascading to unit scorecards to the creation of increased employee engagement
as a result of seeing how one’s work rolled up to a bigger strategy. Research participants
also commented on the reinforcing effect of aligned performance. This idea was
presented by a research participant stating that if unit level results did not produce
outcomes at the strategic model level, then adjustments could be made to bring tighter
alignment between the unit-level scorecards and the strategic model.
Finally, research participants consistently agreed with the idea that executing this
strategic human capital model would produce significant changes in the perceived
credibility of HR as a strategic partner. The description of this change was consistent
with terms like ‘gamechanger” being used to describe the potential change. However, the
path to increased credibility varied slightly from research participant to research
participant. One participant simply attributed improved performance of routine HR tasks
as a driver to increased credibility, while another focused specifically on the value of HR
professionals gaining specific business knowledge as key to gaining credibility as a
strategic business partner. The overall research finding from research question two is that
HR is properly structured to execute the strategic human capital model, unit level
scorecards will add value to executing the strategic model, and that HR credibility as a
strategic partner will significantly improve as a result.
Research Question Three: (RQ3)
Research question three was designed to seek feedback from research participants
regarding any perceived improvements that could be made to position the strategic
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human capital model to have the most significant impact on organizational performance
as possible. The first interview question went in the opposite direction, however, and
asked what element would have the greatest impact. It was the thought of the researcher
that if research participants had the opportunity to identify items that would have a
significant impact, they would then be more likely to provide ideas for strengthening the
model. From there, the interview questions turned to asking each research participant to
contemplate which strategic needs of the organization were not addressed by the strategic
human capital model. The majority of the research participants were at a senior enough
level in the organization to have a broad assessment of organizational strategic needs.
Following that question, research participants were asked about HR staff capabilities
necessary to execute the strategic model. This question did not produce any significant
response. Finally, a question was presented to research participants to seek input from
them regarding the relationship between executing the strategic human capital model and
the performance of their organization. This question was designed to seek input
regarding what could be added to the strategic human capital model to further enhance
the performance of their organization.
Findings for RQ 3,
The overall findings for research question three were generally supportive of the
completeness of the model with very little input regarding the overall structure of the
model. However, as research participants engaged in a thoughtful dialogue about the
content of the model, a number of thoughtful insights occurred regarding different ways
to look at measures and relationships between measures. As the analysis of the findings
will discuss, there were several places where research participants extended the depth of a
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measure or broadened a concept in the model in a way that would increase its
effectiveness. In addition, some research participants expounded upon the potential
outcomes of some strategic objectives in ways that went beyond the original thoughts.
The major themes discovered in open coding are presented in the following tables broken
out by interview question.
Interview question one:
What elements of this strategic human capital plan will make the greatest
contribution to transitioning HR to a more strategic partner?
Table 11. Themes to RQ3, IQ1
Theme

Number of Participants Responding
N=22
12

Invested human capital concept is huge
HR operational excellence

3

Know the business of UAMS

4

Strategically aligned partnerships

6

Integrated human capital systems

3

Becoming an employer of choice

5

The entire model is brilliant and perfect

2

Provide timely accurate information

3

Improve processes

1

Fully implement structural alignment

1

Interview question one was designed to get research participants to think broadly
about which elements of the strategic human capital model would have the greatest
impact on changing the perception of HR as a strategic partner. As can be seen in
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Table 4, the idea behind the invested human capital model received the most discussion
in response to this question. The reaction to the idea of being able to account fully for
investments in people and discuss this in a way that the investment could be included in a
balance sheet was compelling to a majority of the research participants. Several of the
research participants spoke thoroughly on this issue in response to research question one
and revisited their previous discussion at this point in the interview. Comments like this
is a “gamechanger,” “this is brilliant,” and “this will have a huge impact” were repeated
when asked this interview question. This part of the model received a significant amount
of attention and is clearly a component of the strategic human capital model that needs to
be developed.
Another research participant spoke much more generically about the
fundamentals of HR operations having the greatest impact. His comment is captured
below;
Quote One:
“So I'm a fundamental, I believe in getting the fundamentals right. I just, I'm a big
believer in, um, I don't think you can build a championship team unless at the
core of a team, you hire a staff that and, and you set up your systems to where
people understand the core fundamentals are and are really good at it. Okay, and
I'm doing that exceptionally well and those are those, those baseline core HR
functions and, and, and I believe that's important. Okay. The next thing that I
think is critically important, and I see it in here for an academic medical center, if
we're going to place physicians in leadership positions, we must develop them on
leadership and I just mean their inherent, they're going to assume leadership
roles. We need to make sure, well we need to help develop those key leaders.”
The discussion regarding fundamentals aligned closely with the internal process
theme of achieving HR operational excellence. This was frequently characterized as
getting the blocking and tackling right and was viewed by many research participants as a
prerequisite to engaging in strategic operations. After discussing fundamentals, this
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research participant moved to a much more strategic discussion regarding physician
leadership. This type of bouncing across the strategic human capital model was
consistent for a number of research participants when responding to this interview
question. It was as though the research participants were selecting their best choices
from a menu for strategic performance. One research participant made the following
comment;
Quote Two:
“I think employer of choice will, will have the greatest impact, but, but so will
invested human capital and strategic aligned partnerships, well I just think that
all of it will have a great impact.”
As previously discussed, the intent of this question was to get research
participants to think broadly about the different elements of the strategic model they had
been exposed to and to have them to think positively about the elements to set up a
deeper discussion about what might be missing from the model. Interview question two
begins to address that particular issue.
Interview question two:
As you think about the strategic needs of the organization, which of those needs
are not addressed by the strategic human capital model?
Table 12. Themes to RQ3, IQ2
Theme

Number of Participants Responding
N=22
3

Need to align culture to strategy
Model is perfect and complete

15

Diversity of workforce

2

Development of mid to late career faculty

1
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Table 12 Continued
Theme
Stratify diversity into succession plans

Number of Participants Responding
N=22
3

Create physician/admin leadership team

4

Develop physician leaders

6

Communicate progress

18

What is not noticed gets defunded

4

Manage system tension

3

Interview question two was designed to provide research participants with the
opportunity to think broadly about the organizations strategic needs and to assess the
completeness of the strategic human capital model toward those needs. A number of
research participants looked at the model for a few minutes and declared that it was
complete and thorough. This may have actually reflected how they were feeling or
perhaps it could have been the result of fatigue as most interviews were at the hour and a
half mark at this point. The research participants that did offer concrete suggestions
focused more broadly on organizational outcomes that they believed the HR organization
could build into the underlying measurement structure of the strategic human capital
model. For example, one research participant discussed late career faculty engagement as
an issue that UAMS had not effectively dealt with, but suggested that it could simply be a
measure associated with being an employer of choice. Other research participants
suggested specific structural issues to address such as the comment that follows;

126

Quote One:
“So if, if, if that's first about leadership than certainly our working in succession
planning should have that, diversity as a major factor in our succession.”
The discussion following this quote dealt with how the more mature measures
that HR hopes to grow into regarding leadership development programs could certainly
accommodate this type of measurement adjustment. This also highlights the dynamic
aspect of this strategic human capital model and how constant growth and refinement can
occur as the strategic model matures.
Other research participants were just generally enthusiastic about the concept of
strategy maps and balanced scorecards, and in some cases would begin to internalize how
they could use this process in their own operations. One research participant began to
assess their own strategy execution process and how what might be missing is an overall
discipline to strategic thought across the institution. This participant summed it up in the
following quote;
Quote Two:
“I mean, I, I would guess people would figure out a way to get pretty enthusiastic
about this and it's a perfect fit with what we're trying to do. We've been, we've
been criticized and probably rightly so for not doing anything strategically. I
mean, you know, when we did earlier this year, everyone's saying listen, no real
strategic thought it was really responsive to. And it was, I mean, it was a reaction
to come to, for a crisis, so now then if we can figure out that's through a reset and
figure out how do we strategically impact all the things that we do on this is the
perfect plan to help us get there.”
Another research participant began a discussion about the deeper issue of how to
align culture with strategy. In his opinion, UAMS has an inherent structural capital
advantage in the market place, but fails to realize this advantage due cultural weaknesses.
The structural advantage he addressed is the fact that no other clinical provider in the
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State of Arkansas has both an academic and a research mission, and the combination of
these three parts should be a powerful force if the underlying culture can be aligned with
the strategy. He captured his thoughts in the following quote;
Quote Three:

“Similarly, see that because we, you know, researcher, that educational piece
that we, there's a, there's always a little tug here with the education, the research
and the clinical, so that's very much aligned with this cultural idea of what's
missing, how do we, how do we align our culture to our strategy, our strategy.”
Interview question three:
In your experience, what are the key HR staff capabilities that you feel need to be
enhanced in order to execute this strategic model?
Table 13. Themes to RQ3, IQ3
Theme
HR staff have improved significantly over
last two years
Understaffing is biggest issue

Number of Participants Responding
N=22
8
11

Must grow own staff, market cannot
produce it
Transition of talent is noticeable

3

Off-load transactional work to allow for
strategic work
Continue to hire and develop strategic
thinkers

4

8

3

Interview question three was designed to allow research participants to share their
perspective regarding the capability of HR staff to implement the strategic human capital
model. When presented with the question, research participants could discuss specific
capabilities that they perceived as missing or address skill gaps from a volume
perspective where there was the perception of strategic capability, but simply not enough
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volume to fully implement the strategic model. Some research participants expressed
confidence in the HR staff’s strategic capability by singling out a particular unit that they
had experience with. One participant made the following statement regarding the
organizational development unit;
Quote One:
“Well, I think it's been most evident for me in looking at the evolution of our
organizational development unit because when I first came here, it essentially, it
was all about training.”
Another research participant addressed the overall capability as an issue of
discipline. In this case, the research participant recognized the growth and development
of the HR staff, however, acknowledged a general lack of discipline at sticking to
strategic initiatives from a historical perspective. This research participant believed the
talent necessary to implement the strategic model was present, however, that talent needs
to be combined with organizational discipline at the leadership level to ensure effective
implementation of the strategic human capital model. The following quote summed up
their thinking;
Quote Two:
“So historically people think, okay, they're going to give this to me and then
nothing's going to happen. So I think that implementing it, staying on track, being
consistent is going to be very important. I think you, your staff has changed and I
think that you have a much more engaged staff and a much deeper talent pool as
well. Um, but that historically has not been the case, right? I mean, I don't know if
mark still does his balanced scorecards, you know, no one else did it. You're the
only one that's come forward with, you know, an actual structure and plan and
we, what was that three years ago? So that's the historical thing is that like we
talk a big game and then the people make the decision but then they don't go out
and have the doers do it and also hold them accountable. The accountability has
never been in play here.”

129

Research participants within the HR organization had a much closer look at the
organizational talent and tended to address this interview question from the perspective of
a workload balance between strategic and transactional work. From the perspective of
these research participants, there is a desire and a capability to engage in strategic
oriented work, however, transactional workload demands often cause strategic-oriented
work to be pushed aside in order to meet the day-to-day transactional needs. One
research participant within the HR organization expressed it as follows;
Quote Three:
“It won't take away our transactional functions because that's just, that's our
business. However we're. I think we will have some challenges and we're working
through a lot of that together its just the sheer volume of transactions can
sometimes override the strategy. If I have to get payroll done and have three days
until payroll rides and I have a thousand transactions I have to do, I can't think
about the strategy in those next three days. I'm now. Some of that's just balancing
that out and figuring. So do I think if we ran out and added 40 percent of our
staff, it would solve all problems. No it needs to be more thoughtful than that, but
I do think we have opportunities in both capability and capacity.”
Several research participants acknowledged the strategic capabilities of the HR
organization, however also commented about overall staffing levels of the HR
organization and identified this as a potential limiting factor in the overall execution of
the strategic human capital model. Ultimately this is a resource issue that is experienced
across the organization and will likely affect the prioritization and timing of the
implementation of the strategic model. One research participant summed it up in the
following quote;
“Again, I think you're the one that would have to answer this question honestly,
but I don't see a gap in terms of ability. I just see some understaffing in a few
areas and that's true throughout this whole organization.”
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Interview question four:
If this strategic human capital plan is executed how will your division or
department perform better as a result? If not, what is missing to achieve that
outcome?
Table 14. Themes to RQ3, IQ4
Theme

Number of Participants Responding
N=22
5

Improved talent
Retention of valuable talent

4

This will affect improvement in all areas
of operations
UAMS will be stronger with this model

9

Executive attention can shift to other areas

8

If everyone did this, we would perform
much better
Measurement improves performance

7

Performance impact is a function of how
much of budget is invested in human
capital
Accountability will drive improved
performance across the board
Performance improvements significantly
enhanced due to buy-in and commitment

2

9

4

3
4

Interview question four was designed to conclude the interview process with the
broadest assessment of the organizational impact of the strategic human capital model as
possible. One premise of the strategic human capital model was that it was a tier two
strategy whose success could only be measured through outcomes of a larger tier one
organizational strategy. This interview question was aimed squarely at allowing the
research participants to assess the effectiveness of the strategic human capital model at
driving organizational performance. The research participants were unanimous in their
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conclusion that the strategic human capital model would drive organizational
performance in a positive direction. Research participants often viewed this impact on
organization performance as coming from different directions, however, they all felt that
successful execution of the strategic human capital model would improve organizational
performance beyond the HR organization. One research participant focused on how
improving functional HR performance in the area of talent management would have
downstream effects on organizational performance. The following quote sums up their
thinking;
Quote One:
“Oh, I, I definitely think it will affect the performance. I think one of the areas,
uh, just just picking an area of talent management, you know, the first step is
really making sure that we're doing everything we can to get the right people on
board, that we have effective onboarding processes that people, uh, as they come
in and they understand and they go through that we have the confidence that these
are people that are very qualified to do the work we're asking them to do. Um,
and, and that HR plays a very significant role in facilitating a managing, perhaps
that process much more than it has in the past.”
Another research participant also felt that organizational performance would be
positively affected, however the positive effect would be the result of the opportunity cost
of executive attention. Basically, the premise of their thought process was with HR
operations running smoothly, as they believed this model would allow to happen, their
attention could be directed to other matters producing both a direct and an indirect
positive impact on organizational performance. Their thoughts are captured in the
following quote;
Quote Two:

“I think how. I think It will help UAMS a lot. Uh, it's back to the iron triangle and
as easy as HR can make it for the organization to function through its support of
the organization, the better it is. And that means that we only need to deal we
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have to address the financial. This is seamless. If HR is always dealt with in an
efficient, effective manner, which is what this sets out to do, where I don't have to
worry about HR issues, then that means I only have to worry about IT issues, and
finance issues. So, so I think that this would be fantastic.”
Other research participants continued with the theme repeated earlier in the
interview questions regarding the need to apply the discipline of the balanced scorecard
across the organization. There was a recognition, almost as a default, that the strategic
human capital model would make HR a more strategic business partner and that UAMS
would perform better as a result. However, this performance improvement theme was
extended by several research participants by stating that the overall organization would
benefit to an even greater extent if this disciplined model were to be applied more
broadly across the organization. One research participant summed it up as follows;
Quote Three:
“I do think UAMS would perform better with this in place. I think what would be
beneficial is if it wasn't just HR, if other areas within our institution had similar
structures in place.”
One research participant was much more direct and specific in terms of how they
believed the strategic human capital model would directly affect organizational
performance. In one statement, they addressed the value of good HR data to
organizational effectiveness, the effect of strategic HR input on effective staffing models,
and a basic belief that all organizational performance is a function of HR performance.
The following statement captures their thought process;
Quote Four:

“Yeah, and you'll be able to see it. You'll see inpatient volumes, you'll see it in
billing and collections. You will see it in research projects and and you, your
office in particular can make or break us, right? Because you can't muddle
through on this stuff. We've been trying, but it's really hard and that means I don't
have the right research assistant in that lab over there and I can't do the analysis
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that I needed to do on that grant in time and we're not going to get renewed.
Right. There's a million dollars of indirect costs coming back to this institution.
There are some people with salaries who are going to get paid right there, so
people that have careers because we did not staff them correctly. So when you
kind of pushed through some of those things, the impact is real and it is tangible.
So now you guys are like the center of the store. Congratulations.”
One research participant addressed the question from a more global perspective.
Their thought process was based upon the fact that the largest single organizational
expenditure was human capital and as a result, any strategic model that addressed the
effective use of human capital would, by default have a significant impact on overall
organizational performance. This thought process is captured in the following quote;
Quote Five:

“I think it'll definitely be better as a result. I think, yeah, we've talked a lot about
what could be better, but having the data to just manage that strategy is going to
be impactful when two thirds of our $1.5 billion budget almost to the dollar is our
human capital. The success of our organization is dependent on the effective
recruitment, retention and engagement of up two thirds of the dollars, so
absolutely.”
Summary of Findings for Research Question Three
Research question three was designed to provide research participants with the
opportunity to extend the reach of the strategic human capital model. They could do this
by addressing any organizational strategic needs not addressed by the model, and by
discussing their perceptions of the talent and capability of the HR staff to execute the
strategic human capital model. For the most part, from a structural perspective, research
participants expressed their view that the model was complete and addressed the major
strategic needs of the organization. There was some discussion among research
participants that there could be more thorough coverage of key organizational issues at
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the level of how certain strategic objectives were measured. One example of this type of
input was to stratify succession data for diversity and inclusion.
When discussing HR staff capabilities, research participants acknowledged a
growth in the talent pool with HR over the last couple of years. There was a consistent
view that the key capabilities necessary to execute the strategic human capital model
were present with the HR staff, however, the volume of talent needed was limited as a
result of organizational resource restraints across the board. This restraint of resources
would likely lead to the need to establish priorities and realistic timelines regarding how
quickly the strategic model of human capital management could be implemented. The
research participants drawn from the HR organization presented a unique perspective
regarding restraints affecting HR’s ability to execute the strategic human capital model.
The primary issue discussed here was the overwhelming use of time for transactionalbased activities. It was noted by one research participant that this was a significant issue
and yet the wholesale addition of staff resources was likely not the answer at this time.
This participant pointed out that there are likely solutions to addressing the volume of
transactional work short of defaulting to the addition of staff. Understanding process
flows, looking at redundancy of activities, and evaluating the use of business process
outsourcing may all contribute to more efficiency of transactional-based work allowing
the strategically capable HR staff to apply more and of their talents toward broader
strategic initiatives.
When addressing the interview question regarding the effect of the strategic
human capital model on overall organizational performance, research participants were
unanimous in their conclusions that the model would improve organizational
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performance. The pathway to this improvement in organizational performance varied
from research participant to research participant. Some research participants believed
that organizational performance would improve as a result of key HR strategic processes
producing better outcomes. For example, with improvement and more precision in talent
acquisition and talent management strategic objectives, the quality of talent brought into
UAMS would likely improve. Likewise, with a strategic focus on employee engagement,
key talent would likely be retained, therefore enhancing and stabilizing performance
across the organization.
Other research participants took a more global view regarding the effect of the
model on organization performance. One participant simply drew attention to the fact
that 2/3 of the institution’s $1.5 billion budget was spent on human capital and therefore
any strategic activity that improved recruitment and retention of this investment, would
by default improve organizational performance. Another research participant anticipated
improvement in organizational performance due to the possibility of executive attention
being able to be diverted to other matters because of an effective and efficient HR
process resulting from the strategic model.
In addition to the direct effects of the strategic human capital model on
organizational performance, a number of research participants extended the ways in
which HR could influence organizational performance by addressing the need to apply
the principle and concepts of strategy maps and the balanced scorecards to the entire
UAMS organization. At points during the interview process, key senior leaders were
discussing the possibility of HR assisting in establishing a similar strategy management
process to their respective organizations.
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Summary for Research Question Three
The overall finding to research question three was that generally speaking the
strategic human capital model addressed the major strategic needs of the organization.
Further, there was a consistent view that HR possessed the talent and capability to
effectively implement the strategic model. Overwhelmingly, research participants agreed
that the model would positively affect overall organizational performance.
Summary of the Chapter
This chapter set out to address the findings regarding three broad research
questions; what are the organizational impacts of the strategic model of human capital
management, does HR have the appropriate structure and capabilities to execute the
strategic model, and what additions are need to more fully address the strategic needs of
UAMS. The chapter began with an overview of the 22 research participants and their
general role within the organization. Following the summary of research participants,
each of the research questions along with their corresponding interview questions were
presented. The rest of the chapter presented a question by question analysis of the results
obtained from the open and thematic coding of the interview transcripts.
The research results were generally supportive of the appropriate content and
structure of the strategic human capital model. Research participants held a consistent
view that the HR professionals responsible for implementing this model have the skills
and capabilities necessary for a successful implementation. Each of the research
participants also held consistent views that effective implementation of the strategic
human capital model would have a positive impact on overall organizational
performance.
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It is also important to note that in the view of the researcher, data saturation was
established fairly early in the interview process. However, interviews were scheduled
and it was important to continue with the process as research participants were each eager
to learn about the model and share their input.
Table 15. Summary of Research Results
Research Question One

Research Question Two

Research Question Three

What are the potential
impacts of the strategic
human capital model on
the overall organization?

Is the current HR
function aligned and
structured to impact or
influence the
implementation of the
strategic human capital
model?

What improvements can
be made to the strategic
human capital model in
order to have a greater
strategic impact on the
organization?

Findings for Question
One

Findings for Question
Two

Findings for Question
Three

The overall organization
Strategy and structure fit
will run better if this model perfectly.
is implemented.
Structure is good, develop
Creates customer-oriented employees to it.
HR organization.
Structure shifts HR to
UAMS will be much more strategic partner.
competitive for talent.
There is unity of structure
Invested human capital
with cascaded scorecards.
model worth more than
gold.
Aligned measures drive
performance.
Will be a dramatic
improvement in decision
Cascaded scorecards will
effectiveness.
create movement for the
entire HR organization.
HR will design the
workforce of the future.
There will be significant
credibility gains for HR
with this model.
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Need to align culture to
strategy.
Model is perfect and
complete.
HR being understaffed is
biggest risk to model.
Transition of talent is
noticeable, continue to hire
and develop strategic
thinkers.
UAMS will be a stronger
organization with this
model.
Accountability will drive
improved performance
across the board.

Chapter Five: Discussion and Recommendations
Introduction
The purpose of this study was to explore, through a case study approach, a
strategic model of human capital management using the balanced scorecard. Of
particular interest to this study, was the perceptions of senior organizational leaders,
including senior HR leaders, regarding the effectiveness of this model in moving HR to
the level of a strategic partner. For many years, the literature has called for HR to
become more strategic partners for the organizations they support (Bakke, 1948).
Although some progress has been made, much of the current literature concludes that
much remains to be done in this area (Kaufman, 2012). The balanced scorecard has been
used extensively across the world to help organizations effectively implement their
strategies. The case for this study was an HR organization that had applied the
methodology of the balanced scorecard in developing a strategic model of human capital
management. This model was thoroughly examined from the perspective of senior
executives to determine its overall impact on organizational performance. Wang et.al
(2017) determined that an effective definition of HRD involved the impact of
professional practices on the host organization’s performance. This was applied to the
underlying assumptions of this study. Some of the key interview questions sought
research participants’ perspectives on how the strategic human capital model would
affect organizational performance. This chapter will summarize the high-level results of
the study, provide a discussion of each of the research questions, discuss improvements
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that can be made to this model based upon senior executive feedback, and conclude with
a discussion for theory, practice, and future research.
Discussion
Twenty-two participants were interviewed for this study including: the senior
leadership team, senior managers, and members of the HR staff. Originally, it was
anticipated that each interview would take about an hour to complete, which included a
thorough briefing of the strategic human capital model. However, most of the interviews
approached two hours, with much of the time being spent on the briefing of the model.
This briefing presented the current HR structure and the rationale for this structure. This
allowed research participants to be able to respond to one of the interview questions
regarding the appropriateness of the structure to the strategy. The strategy map and
balanced scorecard for the overall HR organization was the remaining piece of the
discussion.
Two particular content points were highlighted during the briefing. First, the
idea around an invested human capital model within the financial perspective, was
thoroughly presented. As will be discussed in more detail later, senior executives were
very excited about this concept, and actually extended some of the thinking and
measurement models associated with this concept. A second content area that received
deeper attention during the briefing was the internal process theme of integrated human
capital systems. This concept connected all major HR systems; selection, performance
management, employee development, and leadership development through a common
competency platform allowing Porter’s (1996) concept of strategic fit to be
operationalized within the HR context. At level three strategic fit, Porter believed
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strategic systems actually had the capability to optimize one another and also complicate
the ability of competitors to duplicate associated outcomes, thereby creating some level
of competitive advantage. In fact, one research participant acknowledged that strong HR
practices could be, in themselves, a competitive advantage for the organization.
Following the presentation of the top-level strategy map and balanced scorecard,
research participants were presented with the idea of cascaded strategy maps and
scorecards to each of the units within HR. During the discussion on the HR structure,
research participants were presented with the various units that were a part of HR. When
discussing cascaded strategy maps and balanced scorecards, research participants could
visualize how each of these units created alignment between their unit-level scorecard
and the overall HR strategic model. Participants were informed that when creating unit
level strategy maps and scorecards, there were three options the leaders of these units had
available. One, they could simply duplicate both the strategic objective and the
associated measures from the overall HR model. This was simply referred to as
duplication. Second, unit leaders could duplicate the strategic objective, yet measure that
objective in a unique way, based upon the work of the unit. This was referred to as
compounding the measure. The example of compounding that was shared with research
participants involved the strategic objective, at the overall HR level, of achieving an
employer of choice status. The overall measure for this strategic objective was to
improve aggregate employee engagement scores 10% cycle-over-cycle. Two unit level
scorecards duplicated the strategic objective, yet measured the objective in a different
way based upon their unique work. The organizational development team measured this
objective based on their work of administering and analyzing the employee engagement
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instrument. One of their measures was the number of technical reports produced for the
HR business partners. The HR business partners, like the organizational development
team, duplicated the strategic objective of achieving the employer of choice status, but
measured it based upon the number of focus groups conducted and action plans
developed for the business units they are assigned to. It was presented to research
participants that by designing the strategic human capital model in this way, unit level
measurement strategies could compound outcomes and increase the likelihood that the
top-level measure of achieving 10% cycle-over-cycle growth would occur. A final
option for unit level leaders was simply called creation. In creation, unit level leaders
could create a unique strategic objective, along with their own unique measures, as long
as it connected in some way to the top-level model. This idea of cascading created a
significant amount of positive feedback during the interviews with research participants.
One adjustment that had to be made during the interview process involved note
taking during the briefing of the strategic human capital model. Due to the density of the
material, this briefing felt very much like one-way communication from the researcher to
the research participant. However, in some cases, research participants made some
substantial remarks about a concept during the briefing. When this occurred, the
researcher would make note of the comment and refer to it during the interview
questioning as a way to capture the comment in the record. In some cases, the research
participant would expound on their original comment during the interview portion
creating even richer material to be analyzed following the completion of interviews. In
all, approximately 300 pages of transcripts were produced during the semi-structured
interview process. This provided a very robust amount of data to be analyzed. However,
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the researcher believes that a state of saturation was reached about half-way through the
interviews. The interview process did not cease after saturation due to the stratified
nature of the sample. It was not known during the interview process if there would be
unique perspectives based upon level in the organization. At the conclusion of the
interviews, and upon a full analysis of all transcripts, the saturating at the mid-point of
the interview process was clear. This chapter will now turn to a discussion of each
research question.
Research Question One
What are the potential impacts of the strategic human capital model on the
overall organization?
This was a very critical research question for this study. The premise was
established very early in this research process that an HR organization, as a service
organization, operates a second order strategy in support of a broader organizational
strategy referred to as a first order strategy. Further, the success of the second order
strategy can only be determined through outcome measures on the first order strategy.
Therefore, what research participants had to say about the effect of the strategic human
capital model on the overall success of the organization was a critical determination of
the quality of the strategic human capital model.
The Customer Perspective
This research question was supported by four interview questions designed to
focus the attention of the research participant on the different perspectives of the strategy
map and balanced scorecard. It began with a look at the strategic objectives within the
customer perspective where research participants were asked to share their thoughts
regarding the impact these strategic objectives would have on overall organizational
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performance. There were two items within this perspective that were considered
important, but were considered somewhat less critical than the remaining strategic
objectives. Providing timely and accurate information and operating a compliant HR
organization were considered givens that would not have as great an impact on overall
organizational performance. There were slight exceptions regarding timely and accurate
information, with some executives indicating robust data was critical to key decision
making. However, the two remaining strategic objectives within this perspective
received unanimous support among research participants regarding their potential impact
on organizational performance. Ensuring human capital readiness, and achieving an
employer of choice status, were strategic objectives that received overwhelming support
regarding their impact on organizational performance. A discussion of these two
strategic objectives follows.
Ensuring Human Capital Readiness
This strategic objective within the customer perspective of the strategy map and
balanced scorecard was basically designed to ensure that UAMS consistently had the
right talent, in the right place, at the right time. In discussing this particular strategic
objective, the concept of evolving measures or the maturity of measures emerged. In the
early stages of a balanced scorecard implementation, at least for this organization, it was
discovered that sometimes the organization or its systems are not as mature as would be
desired for a particular measure. That was the case with this measure. What the
organization is capable of doing, at this time, is measure a common HR measure of time
to fill. This, however, is a very transactional measure and treats each position vacancy
the same as they arrive to be processed. The measure that the HR organization would
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like to mature to is a percent-staffed model where each business unit is supported by
always maintaining a certain level of staffing. Targets that were discussed for this future
measure revolved around the idea of maintaining a 95% staffing level. However, in order
to support a measure like this, the overall organization must have robust position-based
budgets and position control systems. These systems are just coming into place in the
next fiscal year, and that defines the timeline for maturing from the more basic measure
of time to fill, to a percent-staffed model.
As the different research interviews progressed, open discussion with research
participants emerged around how simply changing a measure in this way would change
the focus, performance, and integration of all HR units. When measuring time to fill, this
primarily falls with the Talent Management team and is not directly affected by other HR
units. However, when moving to a measure of a percent-staffed model, multiple HR
units are involved. For example, the rate of attrition does not directly have an impact on
a time-to-fill model. When evolving to a percent-staffed model, attrition becomes a
major factor in maintaining a certain staffing level. If the activities associated with other
HR units to reduce attrition are successful, the measure of maintaining a certain staffing
percentage becomes much more achievable. Similarly, if efforts from the Employee
Relations team to guide managers in coaching and developing people are effective, and
reduce involuntary separations, the percent-staffed model is more likely achieved. This
example highlighted the critical decisions involved in measurement selection and the
long-term impacts those decisions can have.
Research participants also discussed this maturing of measures from a customer
perspective. One research participant went into a lengthy discussion regarding a
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differential in the percent-staffed model based upon his revenue projections and business
needs. In his case, certain positions create much more sensitivity around revenue
generation, and in these positions, he would request a higher percent-staffed measure.
One measure he suggested was around 98%. Recognizing resource restraints, he was
willing to negotiate other positions to a staffed-percentage model of 90% due to a lesser
impact of those positions on revenue. This research participant commented extensively
on how HR would be much more strategically valuable to his organization if we
thoroughly knew and understood these differential revenue impacts and managed
percent-staffing models accordingly. This was not a part of the original model, but
resulted from robust research interviews.
One additional benefit from this type of measurement model is that HR can begin
to request performance-based budgets. If over time, a particular level of staffing within
the HR team can produce a certain percent-staffed model outcome, then the staffing
needed to produce a higher percent-staffed model can be forecasted and requested during
the budget process. This could also be done with investments made supporting retention
and other matters. All research participants expressed strong beliefs about the effect of
maturing to a percent-staffed model on overall organization performance.
Achieve an Employer of Choice Status
This strategic objective was often referred to as the employee piece of real estate
on the strategy map due to the fact that the measure was strongly employee centric. The
primary measure for this strategic objective was to improve employee engagement 10%
cycle-over-cycle. It has long been known in healthcare that there is a direct correlation
between employee engagement and patient satisfaction. The initial discussions regarding
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employee engagement with research participants focused on retaining valued employees.
However, as research participants reflected on the interview question, invariably their
attention would turn to patient satisfaction and discretionary effort. Research participants
are aware of the fact that there will be many different activities that become a function of
meeting the 10% improvement goal. As previously discussed, this was one of the
strategic objectives that became compounded as it was cascaded from the overall
strategic human capital plan to the unit level scorecards. The organizational development
team has a measure around producing the employee engagement technical analysis to the
HR Business Partners, who in turn measure this objective by the number of action plans
facilitated. These action plans will be as varied as the organizations the Business
Partners’ support. It is from that perspective that each of the research participants
indicated that if the strategic objective of achieving an employer of choice status, as
measured by improving employee engagement scores, is achieved, this portion of the
strategic model of human capital management would improve the performance of the
entire organization. A number of research participants discussed deeper downstream
affects from achieving this strategic objective such as becoming a hospital of choice, or
becoming an academic program of choice. The logic behind this thinking was that
engagement, in its various forms, could become a brand of the organization. Some
research participants expanded this to an overall competitive position in the marketplace
for talent. If a general level of engagement is achieved, this becomes known throughout
the labor market in which the organization competes for talent. Higher engagement
creates the ability to attract that talent, and once attracted into the organization, retention
is enhanced as well. Overall this strategic objective received strong support from
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research participants regarding its ability to improve the performance of the overall
organization.
The Financial Perspective
Research participants were asked to respond to two questions regarding the
impact of the strategic objectives within the financial perspective on overall
organizational performance. The first strategic objective was very basic and simply dealt
with aligning the budget to the strategic priorities of the organization, and then managing
to that budget. This particular objective did not receive any significant discussion during
the interview process beyond statements such as, “that is what is expected from
everyone.” The second strategic objective, however, received much more attention and
discussion, and is likely an area where significant future research can be applied.
The second strategic objective dealt with a model referred to as the invested
human capital model. In this model, all human resource development expenditures and
activities are captured in an accounting system so that a credible number could be
recorded in the organization’s balance sheet accounting for the total investment in the
current workforce. This asset would be offset by either a liability (attrition) or equity
(retained human capital). Research participants found this approach to accounting for
human capital to be very promising from an awareness and decision-making perspective.
No research participant had ever heard of this type of approach, however, they all valued
the insight that managing human capital in this manner could produce. The measure
behind this objective was to design and test the model, meaning there is much work to be
done to realize the potential of this approach. However, this stands out as one of the most
significant potential contributions of this research. The author has never worked in an
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organization where the statement, “our employees are our most valuable asset” has not
been mentioned. Neither has the author ever seen this most valuable asset accounted for
in any meaningful way. This part of the strategic model could begin to change this
obvious gap between words and practice. If every organization knew, with precision,
their total invested human capital, many strategic decisions could be based on this
information. For example, build versus buy decisions could be made by knowing the
investments needed for an employee to gain a certain level of competence versus the
market rate for acquiring that talent already developed in the market. In discussing this
issue with research participants, an additional element was suggested based upon the
differential revenue produced by different employees. If this data is known along with
the invested human capital, priorities could be set regarding various retention strategies.
Further, managers could be held accountable for maintaining the value of their human
capital portfolio. Inputs to portfolio value would be retaining high value employees and
accelerating employee development. High attrition or a stagnant development
environment would likewise devalue the human capital portfolio. Using language of this
nature and building managerial accountabilities with these concepts would likely bring a
much sharper focus to human resource development activities by managers.
The concept of invested human capital has the potential to bring a business
vocabulary to the practice of strategic human capital management. When HR executives
have a command of the human capital data in their respective organizations, their
credibility and influence over key strategic decisions will be magnified. Ironically, it was
the growth of intangible assets, and the significance of those assets, that influenced
(Kaplan & Norton, 1992) to suggest the principles that would create the balanced
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scorecard. HR executives and HR systems are responsible for acquiring, developing, and
retaining these intangible assets. Therefore, it is a logical extension that developing tools
to more fully account for these assets would fall to strategic HR professionals. The
research participants were consistent in their conclusions regarding the contribution of
this strategic objective within the financial perspective of the strategic human capital
model. According to several research participants, this will be a “gamechanger!”
The Internal Process Perspective
There were three broad themes within the internal processes perspective of the
strategic human capital model; achieve HR operational excellence, build strategic
partnerships and implement integrated human capital systems. Each of these strategic
themes had two or more strategic objectives. However, research participants tended to
discuss the value to their organizations from the perspective of one of the broader
themes. It has long been a common phrase in the business world that no one cares the
strategic value HR can add to the organization until the day-to-day blocking and tackling
is done well. The achieve HR excellence theme aligns with this thinking and quantifies
performance in this critical area. The two strategic objectives, improve core processes
and use technology to enhance those processes can solidify an HR organization’s
performance in the day-to-day work. Specifically, the way these two objectives are
measured further assures strong tactical performance.
This is also an area where cascaded measures to unit scorecards compound the
likelihood of successful performance. For those HR units where a system interface is
maintained with a customer, the unit level scorecard measure is customer satisfaction
with the value derived from the system. These areas include; Talent Management with
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the recruiting system, Organizational Development, with the learning management
system, and performance management systems, and the HR Business Partners with
workforce planning and succession planning systems. Each of these units are required to
provide feedback to the Human Resource Information Systems (HRIS) team so that
optimization from a system perspective can be achieved. As a result, the HRIS team is
pursuing a system enhancement agenda based upon feedback from customer facing
colleagues that in turn assists customer facing colleagues in meeting their user interface
improvement measures. The system gets stronger and stronger as a result of the design of
compounded measures.
The strategic theme of strategic partnerships received significant attention during
the interview process. Research participants generally felt that pursuing deeper
partnerships with internal customers would produce better results for UAMS. Research
participants also expanded some of the concepts associated with these partnerships. For
example, one research participant highlighted the fact that they believed the HR structure
that was presented to them appeared to create internal partnerships within the HR
organization. These internal partnerships, they believed, would produce better service for
their organizations.
The strategic theme of integrated human capital systems is another area where this
strategic human capital model can make significant contributions to HR and HRD. By
structuring all of the HR systems; selection, performance management, employee
development, and leadership development on common competency platforms, all systems
can be optimized because they learn from each other. For example, when a performance
gap, based upon a particular competency is identified in the performance management
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process, the employee development system can provide a solution to close that
gap. Once that solution is provided, the next cycle through the performance management
system will provide an evaluation of the effectiveness of the employee development
activities. This is only possible because competencies are shared between the
systems. When discussing this integrated model with research participants, it was also
pointed out that an integrated model like this would enable the HR team to help define
and shape the workforce of the future. In one specific example, a new partnership
became the focus of the discussion. The research participant began to explain how, if all
of these HR systems were competency-based, the overall human capital needs of the
partnership could be defined and delivered through strategic HR efforts. Specifically, HR
would be able to define the human capital needs of the partnership, assess what each
partner’s current capabilities were, and then make decisions on how to best close the
competency gaps. In some cases, selecting new talent to bring certain competencies to
the partnership would be appropriate. In other cases, developing existing talent in ways
to address the competency gaps would be more effective. To further reinforce the
effectiveness of the overall strategic model, the output of the strategic objective to create
an invested human capital model would assist in these decisions. Data from that work
would inform what type of development investments have typically been made to build a
competent workforce. By knowing specifically about those investments and combining
that with current market compensation information, HR is thoroughly prepared to
recommend to senior leadership, the most effective paths to having a fully developed
workforce. This kind of insight and capability begins to look very much like the wave
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four of HR that Ulrich and Dulebhon (2015) discussed where HR is at the table helping to
shape the future.
From many different perspectives, the response to research question one was
overwhelmingly clear. The strategic human capital model, if implemented as designed,
will have a significant effect on organizational performance. Some of this effect will be
the result of better alignment of the units within HR and stronger performance in the
traditional areas of responsibility. Much of this effect, however, will be the result of HR
moving into much more strategic space, creating future oriented solutions, and driving
organizational performance. Execution of a model is always a challenge, however, based
on feedback from research participants, the design of this model, when fully
implemented, will answer the decades-old call for HR to be a strategic partner.
Research question one sought to understand the perspective of research
participants regarding how the strategic human capital model will affect organizational
performance. The interview questions followed each perspective of the strategic model
and asked research participants to specifically address how the strategic objectives within
each perspective would affect overall organizational performance. In the aggregate, there
was consensus among research participants that implementation of this model would
produce improved organizational performance. At times, research participants focused
on different aspects of the model to express their view of the source of this value,
however, they consistently reached the view that the organization would perform better
as a result of the full implementation of this model.
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Research Question Two:
Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model?
After a thorough discussion regarding the potential for the strategic human capital
model to improve organizational performance, the focus of the interviews shifted to the
capabilities of the current HR staff to implement the strategic model. Three interview
questions were designed to address this research question. The results of this discussion
followed two tracks; the first addressed HR capabilities from a content perspective. Do
the HR professionals have the knowledge they need to operate in the strategic human
capital model as designed. Research participants consistently concluded that the current
HR staff is fully capable and competent to implement the strategic model. A second
variation of this discussion dealt with the volume of HR talent. A number of research
participants were concerned that there are not enough staff in the current HR structure to
deliver everything that is desired in the strategic human capital model. The overall
conclusion is that current staff are capable, but there are not enough of them which leads
to a number of scenarios going forward. First, if no additional resources are available,
then expectations for how quickly the strategic model can be implemented have to be
established. It is quite possible that this model has to be phased in over several years. A
second alternative is to use various parts of the model to help justify further investments
in the HR staff. For example, when the measure of moving to a percent-staffed model is
achieved in support of the ensuring human capital readiness strategic objective, that
percent-staffed level will be based upon the number of recruiters on the talent
management team. HR will easily be able to report to executives the percent-staffed
model that can be reached with current staff. If a higher percent staffed outcome is
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desired, HR will be able to forecast what resources are needed to achieve that
outcome. In this example, UAMS executives can easily see an outcome to their
investment versus just an additional support staff expense.
The second interview question addressed the value of unit level balanced
scorecards. Research participants were enthusiastic about this part of the design and used
various analogies to describe its value. Overall, the conclusion was that the cascading of
the strategic objectives to the various units within HR created greater visibility and
alignment of staff to the overall strategy and would likely lead to stronger HR
performance.
It was also during this part of the discussion that a number of the research
participants began to inquire about how they could develop a process for their own
departments and divisions. Particularly those with large divisions and a significant
number of sub-units, immediately saw the value of “bonding” and aligning the
organization through this cascading approach. When the discussion went one level
deeper and the process of aligning individual performance plans to the unit level
scorecards was presented, research participants expressed strong opinions about the value
this would produce. One research participant believed that it would be possible to
produce much more value with the same resources as a result of this type of alignment.
The final approach to addressing HR capability relative to the strategic model was
to discuss HR credibility. Specifically, the perspective of research participants was
sought regarding how HR credibility would change as a result of fully implementing the
strategic model. Without hesitation, each research participant quickly responded with a
“yes” or “absolutely” when asked if HR credibility as a strategic partner would improve
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as a result of implementing this model. Following that immediate answer, each research
participant would then begin to discuss a specific part of the model to further reinforce
their answer.
Research Question Three:
What improvements can be made to the strategic human capital model in order to
have a greater strategic impact on the organization?
The third and final research question was designed to provide research
participants with an opportunity to suggest enhancements that could be made to the
strategic model. Specifically, what strategic needs of the organization were overlooked
or would not be met by the elements of the model. At the macro level, there were no
significant additions that were suggested by the research participants. However, there
were extensions of concepts and suggestions for different ways of measuring some of the
strategic objectives. Suggestions such as stratifying succession planning to account for
improvement in diversity representation were very easy to incorporate. Other
enhancements fell within the category of the concept of maturity of measures; the idea
that we can measure a strategic objective one way today, but aspire to measure it in a
deeper way as we mature in our capabilities. As the idea of maturity of measures was
discussed with research participants, they would often take the concept even further than
the original model had imagined. This leaves the distinct possibility that this strategic
model can continue to mature for some time to come. One example of this extension of
ideas came from one research participant who suggested that the invested human capital
model could be extended beyond just balance sheet approaches to measuring human
capital. This theoretical idea could actually include income statement concepts as well.
One way of doing this is to analyze revenue patterns attributable to a particular employee
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to understand the deeper income impact of attrition. This is a much more advanced
approach than had been contemplated when this strategic objective was developed.
The idea of developing strategic partnerships was also further enhanced as a result
of input from research participants. Originally, this strategic theme was going to be a
simple function of the number of projects, of a strategic nature, led by the HR team.
Research participants took a more holistic view of this concept and went as far as
suggesting partnership agreements at the beginning of a performance cycle, which
specifically addressed strategic contributions the HR team could make in that
performance cycle. A more macro approach to partnerships involved the idea of a
periodic discussion with customers regarding a constant maturing of the measures
associated with each strategic objective. All of these suggestions will enhance the value
of the strategic model, further add value to the organization, and solidify HR as a
credible, strategic partner.
Implications for Theory, Research, and Practice
The implications for theory, research, and practice as a result of this study are
quite significant.
Theory
First, the overall model is a strategic theory of human capital management.
Theoretical ideas embedded in this work include the concept of second order strategies
producing first order strategic outcomes, and the cause and effect theories embedded
within the model. In addition, the invested human capital model and the idea of
integrated human capital systems both represent unique theoretical approaches to human
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capital management. As these theories are refined and further tested, significant
contributions to the field of strategic human capital management are likely to occur.
Research
There are a number of directions that future research can go based upon this case
study. First, because it is a case study, it simply represents one place at one point in time.
Duplicating this strategic model in other organizations would be one way to further the
concepts and ideas in the model. Another way to further research in this area would be to
develop research protocols to test the theories of invested human capital and the
integrated human resource systems concepts. Grounded theory is a logical approach to
take to develop these theories further. Quantitative research regarding the cause and
effect relationships of the strategic model would also be a significant area for future
research. Strengthening the measures associated with each of the strategic objectives
until the ideal cause and effect strength is identified, would make this model stronger and
more effective. In addition, much more quantitative research could be designed in an
effort to optimize the value of cascaded measures to unit level scorecards. Testing the
effect of compounded measures where different units are measuring the same strategic
objective from different angles is a significant area for future research. Finally,
conducting longitudinal research on the specific contribution of the strategic model to
overall organizational performance would provide further knowledge around the most
significant desired outcome of the strategic model.
Practice
Implications for practice are likely the most significant outcome of this study.
This study highlighted the critical sequence of strategy, structure and talent to producing
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a strategically credible HR organization. First, there must be a strong strategic model for
human capital management. Second, the structure of the HR organization must be built
in such a way to ensure the greatest likelihood of successful implementation of the
strategy. Finally, superior talent must be acquired and continually developed to operate
within the structure and deliver upon the strategy. Each of these elements are necessary
and the sequence in which they occur is critical to sustained success.
Conclusions
The hallmark of a good approach to strategic human capital management is that
the activities of the HR organization aggregate to produce improved organizational
performance. The strategic model highlighted in this case study clearly has the
confidence of senior executives to produce improved performance across the
organization. Every research participant responded positively when asked if the strategic
model is fully implemented, will it lead to better performance in their organization.
Concepts were extended that will allow this strategic model to continue to mature and to
actually produce a competitive advantage for the organization.
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2. For proposals involving Personal Health Information (PHI) data: If this is a
retrospective chart review (Category 5) (health records research), or, data involves
review of PHI, refer to the IRB's HIPAA policies and procedures in the IRB
Handbook and complete any appropriate forms. All can be located on the UT Tyler
IRB site: http://www.uttyler.edu/research/compliance/irb/
2a. Does this protocol include the use of PHI? ☐ Yes
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NOTE: If the protocol includes the use of PHI, refer to the IRB Handbook on HIPAA
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be obtained.
3. Clearly Stated Purpose of Study and Design:
Purpose of the Study: The purpose of this study will be to take a case study approach to
explore and present a model of strategic human capital management within an
organization. HR practices are process practices and not outcome practices, making it
imperative that a model of strategic human capital management be grounded on the
strategy execution versus the strategy development side of business strategy. In other
words, most organizations do not produce human resource outcomes as a final product in
the marketplace. Rather, they develop strategies to gain a competitive advantage in a
chosen market segment and then use strategic HR practices to execute that strategy.
Therefore, any useful model of strategic human capital management must be developed
in a language that aligns with organizational strategy execution activities. The purpose of
this study is to produce a strategic model of human capital management grounded in the
practical business world environment. To achieve this purpose, a single, large
organization that has been working to establish an HR strategy linked to the broader
organization and based upon the methodology of the balanced scorecard (Kaplan &
Norton, 1996) will be studied from a case study perspective.
4. Research Questions and/or Hypotheses, if applicable:
Research Questions: As an exploratory case study, this research will analyze a strategic
human capital model that has been designed and implemented in a large healthcare
system in the U.S. This model has been built to align with the balanced scorecard
methodology, although this methodology is not widely accepted in other parts of the
organization. With this model designed, the research questions that this study will
address include the following:
1.What are the potential impacts of the strategic human capital model on the overall
organization?
Interview questions: When you think about the strategic objectives defined in the
customer perspective of the model, what impacts do you believe these objectives will
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have on the overall organization? When you think about the strategic objectives defined
in the financial perspective of the model, what impacts do you believe these objectives
will have on the overall organization? What unique contributions do you believe will be
achieved through the invested human capital objective in the financial perspective? When
you think about the strategic objectives defined in the internal processes perspective of
the model, what impacts do you believe these objectives will have on the overall
organization?
2. Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model?
Interview questions: When you look at the organizational structure of the HR
organization, what elements do you feel are most closely aligned to the strategic human
capital model? What value do you think will be realized from the HR unit scorecards that
have been presented to you? What impact do you believe the HR strategic model will
have regarding HR’s credibility to add strategic value to the organization?
3. What improvements can be made to the strategic human capital model in order to have
a greater strategic impact on the organization?
Interview questions: What elements of this strategic human capital model will make the
greatest contribution to transitioning HR to a more strategic partner? As you think about
the strategic needs of the organization, which of those needs are not addressed by the
strategic human capital model? In your experience, what are the key HR staff
capabilities that you feel need to be enhanced in order to execute this strategic model? If
this strategic human capital model is executed will your division or department perform
better as a result? If not, what is missing to achieve that outcome?
5. Brief Background and Significance of Study (include enough information and
citations to indicate literature gaps and why it is important to do this study):
Background to the Problem: The human resources (HR) function, although referred to
originally as personnel, has existed for as long as people have been employed by another
person or organization (Cohen, 2015). Formal recognition of the function occurred in the
1800’s (Kaufman, 1999). For many years, the HR function was purely administrative in
nature managing the transactional aspects of hiring, promotion, compensation and
employee development programs. However, as the business environment became more
competitive and a larger share of corporate valuation shifted from tangible to intangible
assets, such as people and information, it became more imperative for the human
resources function to take a more strategic posture within organizations (Kaplan &
Norton 2001). Throughout this discussion the terms strategic human resource
management and strategic human capital management are sometimes used
interchangeably. The term “human capital” has taken on different meanings through the
years. Smith (1937) discussed the improvement in human capabilities as being important
to national production. Becker (1964) wrote extensively on human capital at the micro,
individual level. Today, the term human capital appears more in the macro context
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discussing the aggregate human capabilities of an organization and how those capabilities
are acquired, developed and managed to deliver organizational value (Wright, Coff, &
Moliterno, 2014). In this study, the terms strategic human capital management and
strategic human resource management are sometimes used interchangeably. There is
evidence in the literature as far back as 1948 of a call for the development of a strategic
approach to HR management practices (Bakke, 1948). Many of the models and concepts
available today regarding organizational strategy, were not even available when this
earliest call for a more strategic HR function began. It would seem safe to assume that
with nearly 70 years to respond to this call, an adequate response would have occurred.
That would be a faulty assumption. In a comprehensive review, Kaufman (2012) reached
a conclusion that the last 30 years of scholarly activity regarding strategic human
resource management deserves a grade between a D and an F. He reached this
conclusion primarily due to discovering a lack of alignment with the external influences
affecting corporate strategy. Kaufman (2012) begins to make the argument that for HR
to be strategic, there should be a relationship between how the HR function develops its
own internal strategy and the overall strategy of the corporation. Kryscynski and Ulrich
(2015) identified the idea of the domain of strategic human capital as emerging at, “the
intersection of strategy and strategic human resource management” (p. 357) further
drawing a connection between specific HR practices and overall corporate strategy. They
go on to describe this work as still being in the development phase. Ulrich and Dulebohn
(2015) contribute to the current assessment of HR’s strategic posture by stating, “too
often, too many in HR seek but never seem to arrive at their destination” (p.188). Lawler
and Boudreau (2009) have highlighted through their longitudinal research on strategic
human capital management, the lack of HR organizations gaining any traction regarding
becoming strategic business partners. They reported a significant decline between 2004
and 2007 in a survey of HR executives reporting a full partnership role in strategic
planning processes. Kryscynski and Ulrich (2015) specifically called for Grounded
Theory research towards the phenomenon to establish a strategy focused HR organization
and to address the theory-practice gap. Much of the existing research regarding the
transformation of the HR function to a more strategic function has revolved around the
process of competency development models for HR executive leaders (Tornow, 1984;
Ulrich, 1987; Ulrich, Younger, Brockbank, & Ulrich, 2012; Cohen, 2015). Whereas this
work focusing on competencies is important to the development of the HR profession,
what is still lacking is a comprehensive model regarding how the function should be
designed structurally from an organizational perspective and then a strategic model for
how that structure should connect to the corporate strategy and carry out the critical
functions to manage and strengthen the human capital of the organization. Cohen (2015)
identifies career development from the early-career stage to the executive level as a very
inconsistent process. A model of strategic human capital management, would provide a
context in which the various HR competency models can be applied. When taken to its
fullest extent, the methodology of the balanced scorecard concludes with a human capital
readiness assessment. This assessment evaluates the positions that are needed to execute
the defined strategy, the competency make-up of those positions and the number of each
type of position required to implement the strategy. This approach highlights the
importance of the traditional competency models working together alongside a strategic
model of what the overall HR organization needs to produce in order to be considered a
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strategic partner. Stone and Deadrick (2015) provide several examples of how the HR
function, if not grounded in the broader organization’s strategy can cease to add value
beyond the administrative, transactional service. They highlight what happened in many
organizations as the economy shifted from a manufacturing to a service and knowledge
economy. Many of the HR practices from the time-period when manufacturing
dominated the economy, do not necessarily fit the needs of the knowledge economy. For
example, the HR practices associated with manufacturing placed an emphasis on
narrowing the nature of jobs to ensure efficiency in the completion of manufacturing
tasks, tight supervisory control over production employees and a focus on short-term
performance (Trice & Beyer, 1993). Knowledge organizations, on the other hand tend to
design positions more broadly to encourage innovation, collaboration with colleagues and
input into the decision-making process and many HR organizations continue to use HR
practices that do not reflect the current needs and strategies of the organizations they
support (Stone and Deadrick, 2015). Wang, Werner, Sun, Gilley and Gilley (2017) began
to focus on this disconnect by analyzing four decades of literature addressing the
definition of human resource development (HRD) in an effort to present a comprehensive
definition. The definitional research of HRD is relevant to building a model of strategic
human capital because much of what is defined as strategic HR lies in the domain of
HRD. At the conclusion of their research, Wang et.al. developed the following definition
of HRD: “Human resource development is a mechanism in shaping individual and group
values and beliefs and skilling through learning-related activities to support the desired
performance of the host system” (p.22). For this study, the critical element of this
definition is the link to the desired performance of the host system. Wang et al.
specifically made clear that the primary responsibility of HRD is for the corresponding
host system. With this insight, it is critical for any model of strategic human capital
management to be placed or nested into the strategic needs of the host system or
organization. As a subset of the overall organizational strategy, a model of strategic
human capital management must be informed by the strategy of the host system. Further,
recognizing that strategic human resource activities are designed to execute specific
actions, it is even more important that a model of strategic human capital management be
directly aligned with the strategy execution, as distinguished from the strategy
development activities of the host system. Ulrich and Dulebohn (2015) expand on this
importance of being aligned with the host system by describing the ultimate state of
strategic HR management as having a singular direction which is to add value to the
organization. To accomplish this, they propose an “outside/inside approach where the
external environment and stakeholders influence what HR does inside the organization”
(p.183). Ulrich and Dulebohn go further to present a model of HR transformation that
moves in four waves, wave one is HR administration, wave two is HR practices, wave
three is HR strategy, and wave four is HR and context. The first two waves,
administration and HR practices represent the earlier history of HR and personnel
management. Ulrich and Dulebohn believe from their consulting work that some HR
organizations have reached wave three, however very few have reached wave four, which
is what they define as the future strategic value of HR. Wave three is characterized by an
HR organization that is fully integrated into the strategic planning team including strategy
development and strategy implementation. This represents a dramatic shift from wave
one and wave two where HR simply had a nominal role in implementing aspects of what
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the strategic planning team developed. Wave four however, fully engages the HR
organization in understanding the external forces that shape strategy within the
organization. This growth is very consistent with Kaufman’s (2012) assessment that it
was this lack of external focus that led him to grade strategic HR research over the last 30
years so poorly. This fourth wave is defined by the overall contribution of strategic HR
activities to organizational outcomes. An effective model for strategic human capital
management will likely need to incorporate elements very similar to these items.
6. Target Population:
a. Ages: 22-70
b. Gender:
Explain below if either gender is to be purposely excluded.
Male and Female

c. Are all racial and ethnic groups included in general recruitment? ☒ Yes ☐ No
Explain below if a racial or ethnic group is to be purposely excluded.

Gender will not be a factor in the selection of participants.

Race and ethnicity will not be a factor in the selection of participants.
d. Number of Anticipated Participants with Justification: As a case study,
this research will be conducted at the University of Arkansas for Medical
Sciences. It is estimated that there will be 24 participants intervi ewed for
this research. Due to the nature of this research. A purposeful sampling
approach will be used. Merriam and Tisdale (2016) suggest this type of
sampling when the investigator needs to select a sample from which the
most can be learned based upon the topic of interest. In this case, the
investigator is interested in gaining insight into how a particular model of
strategic human capital management will be perceived to affect the
operations of a large health care system. The investigator also wants to
understand how the professionals responsible for implementing this
strategic human capital model think about its potential effectiveness.
Therefore, the participants in the purposeful sample will come from three
groups; senior executives, senior managers and HR professionals. The
senior executive and senior manager participants will include all
individuals in those respective groups for a complete sampling. The HR
professionals are a group of 80 individuals and a random sample will be
drawn from this group to determine the participants for the study. It is
important to have all three groups represented with the most significant
importance on the executives and managers. It is important to have the HR
professionals’ perspective, however, it is not feasible to include a group of
that size so the random sample approach will be taken. Glasser and
Strauss (1967) recommend the concept of saturation for achieving an
appropriate sample size in qualitative research. Saturation occurs when no
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new or unique information is being produced through further data
collection. If the random sample, for the HR professionals group does not
produce saturation, further samples will be randomly selected until
saturation occurs. Regarding the size of the sample, Creswell (2014)
suggests a sample size of three to ten participants for this type of study.
However, in this case the input of the entire senior executive team, five
professionals, and the senior management team, eight professionals will be
sought. This falls within Creswell’s suggested range, however what is
more important than the actual number is the input of the tota lity of these
two groups.
e. Inclusion Criteria for Sample Eligibility: The participants for this study will all
be employees of the University of Arkansas for Medical Sciences. All individuals
of two research groups will be included in the sample and a random sample
will be drawn for a third group due to its size.
Note: Any study involving prisoners requires a full board review, and may not be
approved under expedited review.
7. Explain the locations or settings for (a) sample recruitment and (b) data
collection:
a. In what settings (e.g., specific classroom, organizational meetings, church,
clinics, etc.) will you do sample recruitment?
The sample recruitment will be positioned based and will be all inclusive
of certain positions or a random sample of a larger group of positions.
There is a great deal of interest in this study, so it is not anticipated that
anyone will decline participation. All participants will be employees from
the University of Arkansas for Medical Sciences. Two groups, senior
executives, and senior managers, will include all individuals in those
groups. A third group, HR professionals will be selected by random
sample
b. In what settings will you collect your data?
A corporate board room or other confer ence room will be used for all
interviews. Conference rooms will be scheduled in advance with adequate
time before and after the anticipated interview time blocked to ensure
privacy.
8. Prior to sample recruitment and data collection, who will you first obtain
permission to do the recruitment and data collections. For example, if sample
recruitment and/or data collection will occur in settings other than public settings, you
may need permission to do this. For example, in business organizations, you will need
approval from a manager or owner of the business; in academic settings, you may need
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permission of course faculty to recruit their students; in school districts, you may need
permission from a superintendent, principle and/or teachers.
Permission to conduct this study has been approved by the Chancellor of
the University of Arkansas for Medical Sciences.
9. Who will be recruiting the sample (humans, records, etc.)? This could be the PI or
another person who is asked by the PI to recruit.
The PI will handle all recruiting activities and record collection .
10. How will recruitment be done? For example, will recruitment be done by email (if
so, indicate how email addresses are obtained), face to face, etc.?
Participants There will be three distinct groups of participants for this study. These
three groups are all necessary to address each of the research questions. The
participants have been selected in the manner described below based on the
assumption that this particular strategic model will be experienced and perhaps valued
differently from different perspectives in the organization. By selecting three distinct
groups that will experience the model in different ways, a more comprehensive
understanding and evaluation of the model will result from this study. The first group
of participants will be the senior executive team at UAMS. This team is comprised of
five individuals; the Chancellor of the University, the Senior Vice Chancellor and
Chief Financial Officer, The Provost of the University, The Chief Executive Officer of
the Medical System, and the Executive Vice Chancellor and Dean of the College of
Medicine. This group of participants will provide the greatest insight into the most
strategic of the research questions as they have the broadest view of the organization.
The second group of participants for this study will be a sample of senior and middle
managers. This group, made up of approximately 12-15 individuals, will bring an
operational view to this study that is more pragmatic than the senior executive team as
they receive the day-to-day outcome of the HR strategic model. This group of
participants are best positioned to respond to the research questions and to provide
insight regarding how the HR strategic model delivers operational value to their
respective organizations. The third group of participants for this study will be
comprised of a sample of the HR professional staff. This group of participants will
have a unique insight to the strategic HR model and can respond most appropriately to
the research questions regarding how the model enhances strategic communication
within the HR organization and enhances staff development. The HR organization is
large with about 90 professional staff so a random sample of three to four employees
from each level of the HR organization for a total of 12-15 individuals will form this
participant group.
a. Copy and paste text, verbal scripts, graphics, pictures, etc. below from any
flyers, ads, letters, etc. that are used for recruitment of participants. This will
be what will be said in emails, etc. to potential participants as the general
announcement for recruitment.
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NOTE: This is never an “N/A” option. You may also add these as separate
attachments and indicate so in space below.
This is the language from an e-mail that will be sent to participants.
You have been identified as a potential participant in a research project
at UAMS to assist in evaluating the effectiveness of a strategic model
of human capital management. This model has been developed over the
last year and is designed to equip the HR team to be a more strategic
partner to the business operations. If you agree to participate in this
research project, a time will be established to pres ent the model to you
and allow you to ask any questions that you may have about how it was
developed. Following the presentation, you will be asked a series of
questions regarding how effective you believe this model will be. From
start to finish, this process should take about 1.5 hours. Please let me
know if you are willing to participate. Thanks! Jeff Risinger
11. Informed Consent
.

Prospective research ordinarily requires written informed consent. Inclusion of
children (under 18 years) requires permission of at least one parent AND the assent
of the child (refer to UT Tyler's Policy on Informed Consent of Children).
If written consent is to be used, terminology must be about the 8th grade level, or as
appropriate for the accurate understanding of the participant or guardian.
If there are questions about the literacy or cognitive level of potential participants,
there must be evidence that the participant is able to verbalize basic information
about the research, their role, time commitment, risks, and the voluntary nature of
participating and/or ceasing participation with no adverse consequences.
Please use the templates posted under the IRB forms as a guide, and attach as a
separate document with the application submission.
Do not copy and paste from this document into consent form. Use simple and easy
to understand terminology written at no higher than 8th grade level.

12. If you are requiring signed consents, skip #12 and #13 and move to Item #14.
This section ONLY for those requesting a waiver or alteration of SIGNED and
written informed consent:
All four criteria must be met in order to NOT have signed written informed consents
as a requirement for your study.
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In other words, you must answer “yes” to all four of the criteria below in order to
NOT have written and signed informed consents.
If you are requesting a waiver of written and signed informed consent, Indicate
“yes” if the statement is true about your proposed research:
1. The research involves no more than minimal risk to the subjects ☐ Yes ☐ No
2. The waiver or alteration will not adversely affect the rights and welfare of the
subjects ☐ Yes ☐ No

3. The research could not practicably be carried out without the waiver or alteration,
☐ Yes ☒ No AND
4. Whenever appropriate, the subjects will be provided with additional pertinent
information after participation ☐ Yes ☐ No.
13. When prospective informed consent is waived, explain how you will obtain
permission to use participant’s data. If no permission is planned, please explain
your rationale.
Any online survey should always present general purpose of the research, risks,
benefits, and PI contact information, and then participant should have the
options presented to “I agree” or “I do not agree” to participate in the research.
If they select “I do not agree” the survey should be set up so that the participant
exits out and has no access to the survey.
Consent forms will be signed after PI explains and ensures participant
understanding before presentation of the model.
14. Detailed Data Collection Procedures ATTENTION: Be very specific for this
item.
Specify who, what, when, where, how, duration type of information for your
procedures. Write this section as if you were giving instructions to another person not
familiar with your study. Please bullet information if possible.
Information collected for this study will be in the form of a series of
semi-structured interviews. The principle investigator will lead these
interviews which will be held in various conference rooms at UAMS. The
interviews will be scheduled at the convenience of the participants.
Interviews will be recorded on two separate devices and transcribed for
analysis. Participants will be presented with the informed consent, and
following their understanding, they will sign the consent if they are
willing to continue participation. They will be given a copy of the
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informed consent. Following this, the Prior to the interviews beginning,
the strategic model will be presented to the par ticipant with the
opportunity provided to ask questions to clarify the content of the model,
and then the semi-structured interview will begin. Opportunities to take a
break will be offered periodically. Once that presentation is complete,
the informed consent form will be presented and explained. This
discussion will be a part of the recorded session. Interview locations will
be secure and private.
15. Data Analysis Procedures:
Approaches to Data Analysis: The most significant analytical work to
complete in this study will be coding and identifying themes from the
qualitative interviews. Creswell (2014) discusses a multi -step process to
data analysis in qualitative research. The process begins with the
gathering of raw data, as discussed in the previous section. From there,
there is a process of organizing and preparing the data which includes the
transcription process as well as scanning and organizing other sources of
data that have been collected. Next, a thorough reading followed by a
coding of the data will be completed. This coding can occur by hand or
computer. For purposes of this study, the software package NVivo will be
used to collect, hold and ultimately analyze all the collected data.
According to Creswell, two results occur from the coding process, first,
themes will emerge and second, descriptions of what is happening in the
context of the study will emerge. As this happens, the researcher
interrelates the themes and descriptions and begins to interpret them.
16. Risks and benefits of this research to the subjects and/or society
Risks: No risks are known outside of those encountered in normal,
everyday life.
Benefits (benefits of your research to society in general): This research has
the potential to validate a model of strategic human capital management
using the balanced scorecard. The first potential benefit of this research
is that it may provide HR professionals with a model to be more effective
strategic partners in the organizations where they work. There is much
evidence in the literature indicating the need for such a model. Further, if
the model is indeed effective, organizations will have a tool to more
effectively manage their human resources.
17. Identifiability of data or specimens: Will the specimens or data be identifiable?
(NOTE: Any time code numbers are used, or signed consent forms are used, there is
ALWAYS potential identifiability of data).
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☒ Yes

☐ No

If yes, complete item 17a

17a. State the type of identification, direct or indirect, on any specimens or data when
they are made available to your study team: A numerical coding scheme as
stated below will be used.
Direct Identifiers include subject name, address, social security, etc.
Indirect Identifiers include any number that could be used by the investigator or the
source providing the data/specimens to identify a subject, e.g., pathology tracking
number, medical record number, sequential or random code number)
A numerical coding scheme will be used to identify each participant with their
transcribed interview. This coding scheme will be kept in a secure location.
18. Confidentiality and Protection of Data: Specify how confidentiality will be secured
and maintained for research data
For example, locked in file cabinet in office; on password protected computer,
location(s) of computer; identifiers and signed consent forms are kept locked in
separate entity from data, etc.).
All data with identifiable information will be kept on a secure, pass -word
protected computed that only the PI has access to. Only indirect
identifiers will be used on transcripts and recordings. The indirect
identifier scheme will be kept separate and secure from all other research
documents.
19. Access to Data: Specify faculty and staff (members of the study team) permitted to
have access to the study data.
Only the PI and members of the dissertation committee will have access
to the data in any form.
20. Have all individuals who have access to data been educated about human subject
ethics and confidentiality measures? (NOTE: This is responsibility of PI, and
certificates must be attached to IRB application)
☒ Yes

☐ No
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21. If data is on a laptop, acknowledge that the laptop will never be in an insecure
location where theft is possible (e.g., in a locked car)
The data will be kept on a laptop computer as that is all the PI uses.
However, the laptop will always be in a secure location.
SIGNATURE OF PRINCIPAL INVESTIGATOR: Signature indicates agreement by
the PI to abide by UT Tyler IRB policies and procedures in the UT Tyler Handbook and
the Federal Wide Assurance, to the obligations as stated in the “Responsibilities of the
Principal Investigator” and to use universal precautions with potential exposure to
specimens.
Jeff Risinger 4/29/18
Principal Investigator Signature Date
Please print name or affix electronic signature.
Electronic submission of this form by PI indicates signature
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Categories for Exempt Research
The following categories for Exempt Research is in compliance with Subpart 46.101(b)
of the Federal Policy for the Protection of Human Subjects, located at:
http://www.med.umich.edu/irbmed/FederalDocuments/hhs/HHS45CFR46.html#46.101
1. Research conducted in established or commonly accepted educational settings,
involving normal educational practices, such as (i) research on regular and special
education instructional strategies, or (ii) research on the effectiveness of or the
comparison among instructional techniques, curricula, or classroom management
methods.
2. Research involving the use of educational tests (cognitive, diagnostic, aptitude,
achievement), survey procedures, interview procedures or observation of public behavior,
unless: (i) information obtained is recorded in such a manner that human subjects can be
identified, directly or through identifiers linked to the subjects; and (ii) any disclosure of
the human subjects’ responses outside the research could reasonably place the subjects at
risk of criminal or civil liability or be damaging to the subjects’ financial standing,
employability, or reputation.
3. Research involving the use of educational tests (cognitive, diagnostic, aptitude,
achievement), survey procedures, interview procedures, or observation of public behavior
that is not exempt under paragraph (2) if (i) the human subjects are elected or appointed
public officials or candidates for public office; or (ii) federal statute(s) without exception
that the confidentiality of the personally identifiable information will be maintained
throughout the research and thereafter.
4. Research involving the collection or study of existing data, documents, records,
pathological specimens, or diagnostic specimens, if these sources are publicly available or
if the information is recorded by the investigator in such a manner that subjects cannot be
identified, directly or through identifiers linked to the subjects.
5. Research and demonstration projects which are conducted by or subject to the approval
of Department or Agency heads, and which are designed to study, evaluate, or otherwise
examine: (i) public benefit or service programs, (ii) procedures for obtaining benefits or
services under those programs, (iii) possible changes in or alternatives to those programs
or procedures, or (iv) possible changes in methods or levels of payment for benefits or
services under those programs.
6. Taste and food quality evaluation and consumer acceptance studies, (i) if wholesome
foods without additives are consumed or (ii) if a food is consumed that contains a food
ingredient at or below the level and for a use found to be safe, or agricultural chemical or
environmental contaminant at or below the level found to be safe, by the Food and Drug
Administration or approved by the Environmental Protection Agency or the Food Safety
and Inspection Service of the U.S. Department of Agriculture.
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Categories for Expedited Research
The following describes research activities and categories for expedited reviews:
(A) Research activities that: (1) present no more than minimal risk to human subjects,
and (2) involve only procedures listed in one or more of the following categories, as
authorized by 45 CFR 46.110 and 21 CFR 56.110. The activities listed should not be
deemed to be of minimal risk simply because they are included on this list. Inclusion on
this list merely means that the activity is eligible for review through the expedited review
procedure when the specific circumstances of the proposed research involve no more than
minimal risk to human subjects.
(B) The categories in this list apply regardless of the age of subjects, except as noted.
(C) The expedited review procedure may not be used where identification of the subjects
and/or their responses would reasonably place them at risk of criminal or civil liability or
be damaging to the subjects in terms of financial standing, employability, insurability,
reputation, or be stigmatizing, unless reasonable and appropriate protections will be
implemented so that risks related to invasion of privacy and breach of confidentiality are
no greater than minimal.
(D) The expedited review procedure may not be used for classified research involving
human subjects.
(E) The standard requirements for informed consent (or its waiver, alteration, or
exception) apply regardless of the type of review--expedited or convened--utilized by the
IRB.
(F) Categories one (1) through seven (7) pertain to both initial and continuing IRB review.
The following categories for Expedited Research is in compliance with 45 CFR 46.110
and 21 CFR 56.110 of the Federal Policy for the Protection of Human Subjects, located
at: http://www.hhs.gov/ohrp/humansubjects/guidance/expedited98.htm
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RESEARCH CATEGORIES
CATEGORY #1 Clinical studies of drugs and medical devices only when condition
(a) or (b) is met.
(a) Research on drugs for which an investigational new drug application (21 CFR Part
312) is not required. (Note: Research on marketed drugs that significantly increases the
risks or decreases the acceptability of the risks associated with the use of the product is
not eligible for expedited review.)
(b) Research on medical devices for which (i) an investigational device exemption
application (21 CFR Part 812) is not required; or (ii) the medical device is
cleared/approved for marketing and the medical device is being used in accordance with
its cleared/approved labeling.
CATEGORY #2 Collection of blood samples by finger stick, heel stick, ear stick, or
venipuncture as follows:
(a) from healthy, non-pregnant adults who weigh at least 110 pounds. For these subjects,
the amounts drawn may not exceed 550 ml in an 8 week period and collection may not
occur more frequently than 2 times per week; or
(b) from other adults and children [children are defined in the HHS regulations as
"persons who have not attained the legal age for consent to treatments or procedures
involved in the research, under the applicable law of the jurisdiction in which the
research will be conducted." 45 CFR 46.402(a)]., considering the age, weight, and health
of the subjects, the collection procedure, the amount of blood to be collected, and the
frequency with which it will be collected. For these subjects, the amount drawn may not
exceed the lesser of 50 ml or 3 ml per kg in an 8 week period and collection may not
occur more frequently than 2 times per week.
CATEGORY #3 Prospective collection of biological specimens for research
purposes by noninvasive means.
Examples: (a) hair and nail clippings in a non-disfiguring manner; (b) deciduous teeth at
time of exfoliation or if routine patient care indicates a need for extraction;
(c) permanent teeth if routine patient care indicates a need for extraction; (d) excreta and
external secretions (including sweat); (e) uncannulated saliva collected either in an
unstimulated fashion or stimulated by chewing gumbase or wax or by applying a dilute
citric solution to the tongue; (f) placenta removed at delivery; (g) amniotic fluid
obtained at the time of rupture of the membrane prior to or during labor; (h) supra- and
subgingival dental plaque and calculus, provided the collection procedure is not more
invasive than routine prophylactic scaling of the teeth and the process is accomplished in
accordance with accepted prophylactic techniques; (i) mucosal and skin cells collected
by buccal scraping or swab, skin swab, or mouth washings; (j) sputum collected after
saline mist nebulization.
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CATEGORY #4 Collection of data through noninvasive procedures (not involving
general anesthesia or sedation) routinely employed in clinical
practice, excluding procedures involving x-rays or microwaves.
Where medical devices are employed, they must be cleared/approved for marketing.
(Studies intended to evaluate the safety and effectiveness of the medical device are not
generally eligible for expedited review, including studies of cleared medical devices for
new indications.)
Examples: (a) physical sensors that are applied either to the surface of the body or at a
distance and do not involve input of significant amounts of energy into the subject or an
invasion of the subject’s privacy; (b) weighing or testing sensory acuity; (c) magnetic
resonance imaging; (d) electrocardiography, electroencephalography, thermography,
detection of naturally occurring radioactivity, electroretinography, ultrasound, diagnostic
infrared imaging, doppler blood flow, and echocardiography; (e) moderate exercise,
muscular strength testing, body composition assessment, and flexibility testing where
appropriate given the age, weight, and health of the individual.
CATEGORY #5

Research involving materials (data, documents, records, or
specimens) that have been collected, or will be collected solely for
nonresearch purposes (such as medical treatment or diagnosis).

(NOTE: Some research in this category may be exempt from the HHS regulations for the
protection of human subjects. 45 CFR 46.101(b)(4). This listing refers only to research
that is not exempt.)
CATEGORY #6 Collection of data from voice, video, digital, or image recordings
made for research purposes.
CATEGORY #7 Research on individual or group characteristics or behavior
(including, but not limited to, research on perception, cognition,
motivation, identity, language, communication, cultural beliefs or
practices, and social behavior) or research employing survey,
interview, oral history, focus group, program evaluation, human
factors evaluation, or quality assurance methodologies.
(NOTE: Some research in this category may be exempt from the HHS
regulations for the protection of human subjects. 45 CFR
46.101(b)(2) and (b)(3). This listing refers only to research that is not
exempt.)
CATEGORY #8 Continuing review of research previously approved by the
convened IRB as follows:
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(a) where (i) the research is permanently closed to the enrollment of
new subjects; (ii) all subjects have completed all research-related
interventions; and (iii) the research remains active only for longterm follow-up of subjects; or
(b) where no subjects have been enrolled and no additional risks have
been identified; or
(c) where the remaining research activities are limited to data analysis.
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CATEGORY #9 Continuing review of research, not conducted under an
investigational new drug application or investigational device
exemption where categories two (2) through eight (8) do not apply
but the IRB has determined and documented at a convened
meeting that the research involves no greater than minimal risk
and no additional risks have been identified.
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Appendix B

THE UNIVERSITY OF TEXAS AT TYLER
3900 University Blvd. • Tyler, TX 75799 • 903.565.5774 • FAX: 903.565.5858
Office of Research and Technology Transfer
Institutional Review Board

May 8, 2018
Dear Mr. Risinger,
Your request to conduct the study: Toward a Model of Strategic Human Capital
Management Using the Balanced Scorecard- An Exploratory Case Study, IRB #SP2018131 has been approved by The University of Texas at Tyler Institutional Review
Board under expedited review. This approval includes the use of signed informed
consent, and your assurance of participant knowledge of the following prior to study
participation: this is a research study; participation is completely voluntary with no
obligations to continue participating, and with no adverse consequences for nonparticipation; and assurance of confidentiality of their data.
In addition, please ensure that any research assistants are knowledgeable about
research ethics and confidentiality, and any co-investigators have completed human
protection training within the past three years, and have forwarded their
certificates to the IRB office (G. Duke).


Please review the UT Tyler IRB Principal Investigator Responsibilities, and
acknowledge your understanding of these responsibilities and the following
through return of this email to the IRB Chair within one week after receipt of
this approval letter:

 This approval is for one year, as of the date of the approval letter 
(45 CFR 46.108(b) and 109(e):
http://www.hhs.gov/ohrp/policy/contrev0107.html

185

 Prompt reporting to the UT Tyler IRB of any proposed changes to this research
activity
 Prompt reporting to the UT Tyler IRB and academic department
administration will be done of any unanticipated problems involving
risks to subjects or others. The Progress Report form must be completed
for projects extending past one year. Your protocol will automatically
expire on the one year anniversary of this letter if a Progress Report is not
submitted, per HHS Regulations prior to that date
 Suspension or termination of approval may be done if there is evidence of any
serious or continuing noncompliance with Federal Regulations or any
aberrations in original proposal.
 Any change in proposal procedures must be promptly reported to the IRB
prior to implementing any changes except when necessary to eliminate
apparent immediate hazards to the subject.
 Expedited approval with signed consent
Best of luck in your research, and do not hesitate to contact me if you need any
further assistance.
Sincerely,

Gloria Duke, PhD, RN Chair, UT Tyler IRB

EQUAL OPPORTUNITY EMPLOYER
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Appendix C
THE UNIVERSITY OF TEXAS AT TYLER
Informed Consent to Participate in Research
Institutional Review Board #Sp2018-131 Approval Date: April 29, 2018

1. Project Title:Toward a Model of Strategic Human Capital Management –
Using the Balanced Scorecard.
2. Principal Investigator: Jeff Risinger
3. Participant’s Name:
To the Participant:
4. Description of Project
The purpose of this study is to assess the effectiveness of a strategic human
capital management model. The model will be presented followed by a semistructured interview seeking your perspective on how effective this model will be.
5. Research Procedures
If you agree to be in this study, we will ask you to do the following things:





You will be asked to view a presentation of about 30 minutes in length on
the strategic human capital model.
You will be asked to respond to a series of questions regarding how this
model will affect your work.
The entire process will take about 60-90 minutes
If you need to take a break, you are welcome to do so.

6. Side Effects/Risks
There are no anticipated side effects or risks associated with this study outside of
those normally encountered in everyday life.
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7. Potential Benefits
Results of this study can enhance the strategic capital model which may allow
HR professionals to add greater value to their internal business customers.
Understanding of Participants

8.

I have been given a chance to ask any questions about this research
study. The researcher has answered my questions.

9.

If I sign this consent form I know it means that:


I am taking part in this study because I want to. I chose to take part in this
study after having been told about the study and how it will affect me.



I know that I am free to not be in this study. If I choose to not take part in
the study, then nothing will happen to me as a result of my choice.



I know that I have been told that if I choose to be in the study, then I can
stop at any time. I know that if I do stop being a part of the study, then
nothing will happen to me.

10.

I have been promised that that my name will not be in any reports about
this study unless I give my permission.

11.

If I have any questions concerning my participation in this project, I will
contact the principal researcher: Jeff Risinger at (703) 717-3653 or email
risingerj@icloud.com.

12.

If I have any questions concerning my rights as a research subject, I will
contact Dr. Gloria Duke, Chair of the IRB, at (903) 566-7023,
gduke@uttyler.edu,
or the University’s Office of Sponsored Research:

13. CONSENT/PERMISSION FOR PARTICIPATION IN THIS RESEARCH
STUDY
I have read and understood what has been explained to me. I give my
permission to take part in this study as it is explained to me. I have
received a signed copy of this consent form.
_____________________________ _ ___ _ __________
Signature of Participant
Date
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_________

14.

I have discussed this project with the participant, using language that is
understandable and appropriate. I believe that I have fully informed this
participant of the nature of this study and its possible benefits and risks. I
believe the participant understood this explanation.

_________________________________
Researcher/Principal Investigator Date
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_______________

Appendix D
Communication to Research Participants
Everyone,

I am now in the final stages of my PhD program and have received IRB approval from the
University of Texas to begin my dissertation research. This research will focus on a model that
has been created for strategic human resource management here at UAMS. I am taking a case
study approach which will include interviews with senior leaders to assess the potential value of
this model. I have included a copy of the abstract below.

I would very much appreciate your participation in this process. The interview will include a
discussion of the model followed by a series of questions. I have included the questions below
as well. The process will take about an hour and a half, which I know is a lot of time to ask for,
but I am confident that this work will not only complete my doctoral requirements, it will also
lay the groundwork for continued transformation of the UAMS HR Organization.

With your agreement, I will be reaching out over the next few weeks to schedule time for this
interview. This has been a long journey and I am looking forward to wrapping it up but also to
applying the outcomes of this research for many years to come.

Thank you in advance!
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Jeff Risinger

Abstract
TOWARD A MODEL OF STRATEGIC HUMAN CAPITAL MANAGEMENT
USING THE BALANCED SCORECARD
AN EXPLORATORY CASE STUDY

Jeffrey A. Risinger
Dissertation Chair: Jerry Gilley, Ed.D.
The University of Texas
December, 2017
The issue of strategic human capital management has been studied and written about
extensively over the last 20 years. Much of the focus of this work has addressed the
need for internal human resources organizations to transition from transactional,
processing organizations to more strategic partner functions addressing the key
business needs of the organization. The vast majority of the research addressing this
transition has focused on the professional characteristics of senior human resource
executives. Whereas the literature presents anecdotal evidence of progress, there also
exists consensus support for the idea that very little systemic movement has occurred at
the organizational level. The purpose of this study is to take a case study approach to
further the development of strategic human capital management from the perspective
of a strategic model, capable of focusing and moving the entire human resources
organization to the desired state of being a strategic business partner. The path
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towards this model will address the literature on strategy development, strategy
execution and examine a tool called the balanced scorecard.

Keywords: Strategy development, strategy execution, strategic human capital
management, balanced scorecard, human resources

Interview Questions
Research Questions
As an exploratory case study, this research will analyze a strategic human capital
model that has been designed and implemented in a large healthcare system in the
U.S. This model has been built to align with the balanced scorecard methodology. The
research questions that this study will address include the following;

1. What are the potential impacts of the strategic human capital model on the overall
organization?
Interview questions:

A. When you think about the strategic objectives defined in the customer
perspective of the model, what impacts do you believe these objectives
will have on the overall organization?
B. When you think about the strategic objectives defined in the financial
perspective of the model, what impacts do you believe these objectives
will have on the overall organization?
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C. What unique contributions do you believe will be achieved through the
invested human capital objective in the financial perspective?
D. When you think about the strategic objectives defined in the internal
processes perspective of the model, what impacts do you believe these
objectives will have on the overall organization?

2. Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model?
Interview questions:

A. When you look at the organizational structure of the HR
organization, what elements do you feel are most closely aligned to
the strategic human capital model?
B. What value do you think will be realized from the HR unit
scorecards that have been presented to you?
C. What impact do you believe the HR strategic model will have
regarding HR’s credibility to add strategic value to the
organization?
3. What improvements can be made to the strategic human capital model in order to have
a greater strategic impact on the organization?
Interview questions:

A. What elements of this strategic human capital model will make the
greatest contribution to transitioning HR to a more strategic partner?
B. As you think about the strategic needs of the organization, which of
those needs are not addressed by the strategic human capital model?
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C. In your experience, what are the key HR staff capabilities that you feel
need to be enhanced in order to execute this strategic model?
D. If this strategic human capital model is executed will your division or
department perform better as a result? If not, what is missing to
achieve that outcome?
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Appendix E
Research Questions
As an exploratory case study, this research will analyze a strategic human capital model
that has been designed and implemented in a large healthcare system in the U.S. This
model has been built to align with the balanced scorecard methodology, although this
methodology is not widely accepted in other parts of the organization. With this model
designed, the research questions that this study will address include the following;

1. What are the potential impacts of the strategic human capital model on the
overall organization?
Interview questions:
A. When you think about the strategic objectives defined in the
customer perspective of the model, what impacts do you believe
these objectives will have on the overall organization?
B. When you think about the strategic objectives defined in the
financial perspective of the model, what impacts do you believe
these objectives will have on the overall organization?
C. What unique contributions do you believe will be achieved through
the invested human capital objective in the financial perspective?
D. When you think about the strategic objectives defined in the
internal processes perspective of the model, what impacts do you
believe these objectives will have on the overall organization?
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2. Is the current HR function aligned and structured to impact or influence the
implementation of the strategic human capital model?
Interview questions
A. When you look at the organizational structure of the HR
organization, what elements do you feel are most closely
aligned to the strategic human capital model?
B. What value do you think will be realized from the HR unit
scorecards that have been presented to you?
C. What impact do you believe the HR strategic model will have
regarding HR’s credibility to add strategic value to the
organization?
3. What improvements can be made to the strategic human capital model in order to have
a greater strategic impact on the organization?
Interview questions
A. What elements of this strategic human capital model will make the
greatest contribution to transitioning HR to a more strategic
partner?
B. As you think about the strategic needs of the organization, which
of those needs are not addressed by the strategic human capital
model?
C. In your experience, what are the key HR staff capabilities that you
feel need to be enhanced in order to execute this strategic model?
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D. If this strategic human capital model is executed will your division
or department perform better as a result? If not, what is missing to
achieve that outcome?
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Appendix F
Permission to Use Copyrighted Material –2
Hi Jeff,

Thank you for sending the document. Please lift the full contents from the slide not
just the pyramid for full context (as shown below in its entirety). At the bottom of it,
add this as the attribution:

CEB is now Gartner, CEB Analysis (the report ID number below where the
copyright is below - I make it out completely), Transforming the HR Organization
Driving Functional Success Through Business Partnerships, 2014

But remove the copyright itself from the slide itself (pasted below). Once updated
your request is approved. There is no need to resubmit for further review unless
there are additional edits/changes. If you have any questions, please let us know.
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gartner.com here: http://www.gartner.com/technology/about/policies/copyright.jsp
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Marie
_________________________________________________
Marie Honoré-Grant
Communications Compliance Specialist
Quote Requests
Gartner
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